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ABSTRACT 
 
Leadership is widely acknowledged to impact the culture in an organization, 
employee motivation and commitment, and overall organizational performance. 
Thus, investments in leadership development by organizations are viewed as being 
crucial for improved outcomes. The Kuwaiti economy is currently in transition as the 
nation looks to ensure it can fully engage with the world economy. As such, 
government and commercial sector investments in education are regarded as integral 
to achieving a successful transition. Investing in leadership development is part of 
this transition. This thesis investigated why Kuwaiti commercial organizations 
(KCOs) establish and maintain leadership human resource development (HRD) 
programs. This thesis also sought to examine the nature of the leadership 
development programs (LDPs) implemented by the KCOs and the rationale for their 
selection, as well as the impact of the LDPs on Kuwaiti managers as a result of their 
participation.  
A qualitative multiple case study design was undertaken in this research. Three 
KCOs were selected for investigation, with data principally collected via semi-
structured interviews of 19 managers across the three KCOs. The participants were 
allocated to either an “experimental group” (n = 11), managers who had recently 
completed a leadership development event, or to a “control group” (n = 8), managers 
who had not recently (if ever) completed a LDP. For each group, the managers’ 
understandings of leadership concepts and how they practice leadership were 
compared and contrasted to assess the effect of the LDP on leadership knowledge 
and behavior. It was expected that clear differences will emerge between the 
experimental and control groups regarding the LDP participant managers’ leadership 
knowledge and behavior. 
The thesis found KCOs establish and maintain LDPs to enhance managers’ 
leadership skills, qualities and behaviors. Two other important findings also emerged 
from the research. First, participation in the LDPs did enhance managers’ leadership 
knowledge and behavior. Second, as these outcomes can be identified, it helps 
explain why the KCOs continued to invest in leadership development. Two 
  
unexpected findings also emerged in this thesis. One, all manager participants 
reported gender equality attitudes towards leadership, a view not generally found in 
Arabian Gulf countries. Two, Islamic conceptualizations of leaderships did not 
conflict with mainstream (western) conceptualizations of leadership. In Islamic tribal 
culture leadership is beholden to tradition, which makes the integration and 
acceptance of new styles of leadership a surprise. 
This thesis contributes to both academic knowledge of how managers’ participation 
in LDPs could influence organizational outcomes, as well as to how this influence 
manifests in practice. Regarding the contributions to knowledge, this study is one of 
only a few conducted on leadership in Kuwaiti organizations. As such, its findings 
provide new insights into how leadership is practiced in these organizations, and 
shows that the type of leadership practiced in the three case study organizations is 
largely similar. In addition, insights are provided into the merits of investments into 
LDPs. The findings in this thesis also broaden our understanding of how different 
applications of the Kirkpatrick evaluation model may be employed to evaluate the 
impact of LDPs on managers. In particular, evaluation need not be prescriptive and 
should be sensitive to the organizational context and its processes. Lastly, this thesis 
contributes to our knowledge of how cultural values and norms related to gender 
roles, and Islamic values in particular, may impact leadership practices in Kuwaiti 
organizations.  
Regarding leadership practices in Kuwaiti organizations, the main contributions of 
this thesis pertain to practice improvements of investments in leadership 
development. For instance, this thesis elucidates why HRD investments should target 
the development of managers’ leadership knowledge rather than the achievement of 
specific organizational outcomes. As revealed in the thesis findings, attempts to trace 
the achievement of organizational outcomes back to managers’ participation in LDPs 
are far more problematic and difficult to accomplish compared to measuring the 
effect of LDPs on individual managers. In addition, the findings shed light on the 
benefits to organizations of explaining and communicating how LDPs are evaluated. 
Furthermore, this research highlighted the benefits of integrating information 
gathered from routine HRM activities with program evaluation. Indeed, it emerged 
that managers who participate in LDPs could easily identify when and how 
  
knowledge and behavior changed. These findings have relevance for not only 
organizations in Kuwait and other Middle Eastern nations, but also for organizations 
in different contexts. However, the limitations of the research are acknowledged and 
these might diminish any generalizations made. 
In light of the narrow scope of this research, it is recommended that future research 
projects on leadership and leadership development in Kuwait include a more diverse 
range of KCOs. The findings from such studies will help to confirm if situational 
leadership is widespread and the extent to which gender equality attitudes on 
leadership are common in Kuwaiti organizations. It is also recommended that 
research be conducted on commercial organizations in other Arabian Gulf countries 
to elucidate what variations, if any, emerge in relation to the leadership development 
of managers. 
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CHAPTER 1 
INTRODUCTION 
 
1.1 Description of the project 
Leadership has long been acknowledged as a key driver of organizational 
performance. It forms the connection between the organization’s vision and its 
operations, it determines the culture of the organization, and it shapes the behaviors 
of employees and their level of commitment to achieving the organization’s 
objectives. Thus, when there is effective leadership in an organization there is greater 
potential for that organization to properly respond to the opportunities and challenges 
present in the market and to facilitate organizational success.    
Today the most important area in organizational development is how people in the 
organization perceive, think and behave at work. Therefore, renowned organizations 
search for models of a leader with intelligence skills and specific values, attitudes, 
competences, abilities and professional characteristics as they are able to overcome 
managerial challenges in unstable business environment. Moreover, contemporary 
organizations understand human capital helps achieve their overall goals and 
strategies, thus they care to build their leaders’ skills, behaviors and attitudes by 
investing in them. Therefore, many organizations have initiated leadership programs 
as part of their strategy intended to enhance their leaders’ performance and 
competencies.  
 
Marquis and Huston (2009, as cited in Raišienė 2014, p.182) argued that future 
leaders should have the following competencies: deep knowledge and a global 
attitude; technological skills that ensure mobility in the contexts of relationships and 
processes; expert skills in decision making; ability to create organizational culture 
that would ensure a universal security of both the client and the employee, the ability 
to understand and influence the political processes of the organization; ability to 
coordinate personal authenticity (individuality) and the expectations of the 
organization and employees with regard to the leader’s own personal characteristics; 
and the ability to create a vision and inspire the employees in an environment of 
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continuous changes. Thus, contemporary organizations should care to provide these 
competences in their leaders to successfully handle the future challenges. 
In addition, since the late 1990s, the Kuwait Government has implemented policy 
initiatives to diversify the economy from a narrow energy base (oil and gas) to other 
types of production with an export focus. This has included an emphasis on 
investment in education and training for Kuwaitis, and measures to increase the size 
of the private and commercial sectors. Indeed, developing the nation’s human 
capital, including the leadership skills of employees in organizations, is regarded as 
integral to strengthening and diversifying the Kuwaiti economy. 
In turn, many larger Kuwaiti commercial organizations (KCOs) invest in leadership 
programs with notable worldwide training providers in the belief that it will develop 
their leaders’ skills, which in return will add to organizational performance in a 
positive way. This belief emerges from the view that, leadership development 
programs (LDPs) assist in overcoming barriers to communication and motivating 
teams and individuals to meet objectives and deliver results. Moreover, recent 
iterations of LDPs familiar to the author and used by some Kuwaiti firms include an 
emphasis on developing the ability to think in visionary terms and to understand the 
strategic issues and dilemmas faced by organizations.  
Given the notion that investment in leadership development can potentially play an 
important role in improving management practices and organizational performance 
more broadly, in Kuwait, it is necessary to shed light on leadership investments in 
KCOs and the outcomes of such investments for the KCO managers and 
organizational performance overall. To better understand this relationship, the 
objectives of this cross-disciplinary thesis (i.e. the fields of leadership and leadership 
development) are to examine the impact of LDPs on KCOs and the possible benefits 
that investment in such programs bring to both leaders and the company. Applying a 
multiple case study design (i.e. three KCOs), it focuses primarily on the way in 
which LDPs support improvements in leadership behavior/performance, with a 
secondary focus on the benefits of LDPs for KCOs. Qualitative methodology 
research design and methods were applied to this project. This was done through the 
case study method. Applying the case study method to three Kuwaiti commercial 
organizations, and offsetting the weakness of one data source against another’s 
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strengths, achieved triangulation. Triangulation added to the validity of the research 
and reduced subjectivity. 
Principal data was gathered by conducting semi-structured interviews with 19 
managers from the three Kuwaiti organizations. The managers were allocated to 
either an “experimental group” or “control group”. The experimental group consisted 
of those managers who had recently completed a leadership development event, and 
the control group members were managers who have not recently (if ever) 
undertaken leadership development. Both group’s understanding of leadership 
concepts and how they practice leadership was compared and contrasted to assess the 
effect of the leadership development on the participants’ knowledge and behavior. 
The interview data went through a process of thematic analysis, and five common 
themes for each organization were identified. The unit of analysis was the 
organization. Clear differences were found between the experimental group and 
control group from each organization. The research showed that the investment in 
leadership development has a direct impact on the LDP participants in all the KCOs 
and improves the quality of leadership of their managers (the experimental group). It 
is also shows that the LDPs increase the participants’ leadership knowledge, skills 
and behavior compare with the control group.  In addition to these benefits, it is 
noted that LDP participants were equipped with a more flexible and modern 
leadership style which aligns with the national move to diversify the country’s 
economic structure.  These findings help explain why each Kuwaiti organization 
invests in leadership development, why that investment is continued and why 
continued research into the benefits provided by LDP is important. 
Interviews were also conducted with the senior training manager from each 
organization. The data gathered from these interviews was contrasted with 
experimental groups’ understanding of the process each organization used to 
evaluate the leadership development programs. Some disparity was found between 
the organizational perspectives of program evaluation and the perspectives of the 
leadership development participants. These findings help clarify the challenges of 
leadership development evaluation.  
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These and other findings of the thesis have relevance for Kuwaiti organizations 
generally and may also be relevant for organizations outside the Kuwait context. 
1.2 Motives, needs and purposes of the thesis  
A range of elements within the Kuwaiti business context point to the need for further 
investigation of the rationales and outcomes for investment in leadership 
development in Kuwait. The vast majority of Kuwaiti nationals work in the public 
sector, which is an increasing drain on government spending. The commercial sector 
relies on foreigners and not Kuwaitis to fill its employment needs. Abdalla and Al-
Homoud (2012, p. 8) have concerns with the implementation of these initiatives: 
“training nationals was often unsuccessful because … employees do not take training 
seriously … [and] the private training offices often overcharge”. Another concern is 
the social or cultural attitude called “wasta”. Salih (2010, p. 172) described “wasta” 
as a social illness, as it involves obtaining personal gains via social connections and 
passing rules, regulations, policies and procedures. The result is that individuals 
receive benefits for which they are not normally entitled to receive. On the other 
hand, Salih (2010, p. 179) implies “wasta” may be less widespread in the Kuwaiti 
commercial sector than the public sector:  
 “Anecdotal evidence suggests that Kuwaitis, who are educated abroad, or 
with an international curriculum, tend to prefer working in the private 
sector. […] Kuwaitis who chose to join the private sector seem to have 
some common characteristics. They seem to be enthusiastic, ambitions [sic], 
energetic, care about their personal development, and to some extent have a 
work ethic.” 
 
While the impact of the “wasta” in the commercial sector is beyond the scope of the 
thesis, its potential influence was a motivation for my thesis.  
Consideration may also be given to the relevance of cultural influences on leadership 
in Kuwait. The leadership style used by Kuwaiti managers influences the work 
performance of employees (Tariq 2014). In general, Kuwaiti managers typically seek 
to endorse work values and loyally facilitate social cohesiveness, personal 
relationships, and dependency (Ali & Al-Kazime 2005). Furthermore, the 
‘traditional’ Arab managerial style used in Kuwait is a mixture of bureaucratic and 
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traditional tribal practices. As Welsh and Raven (2006) have mentioned, most Arab 
managers are especially influenced by Bedouin tradition and wider tribal inheritance 
from history and religion. Some of these traditions prefer consultative methods of 
management, which are more consistent with tribalistic traditions, while others prefer 
absolute authority of rulers that derived from religious interpretations. The Kuwaiti 
managers were hired based on education rather than solely on family connections, 
they tend to disregard rules and procedures, prefer flexibility, tend to encourage 
decentralization and teamwork, but are by no means risk-takers. Traditional 
costumes are also still worn by many politicians and businessmen in Kuwait. 
However, Kuwaiti people and managers are more open to new ideas from Western 
culture compared to their counterparts from other nations in the Gulf. 
 
Ali and Al-Kazime (2005) argued that Kuwaiti managers rely heavily on their 
subordinates to conduct business, and they develop the spirit of competition, and 
entrepreneurship, and at the same time adhere to the traditional aspects of authority, 
appreciation, and cohesiveness. Moreover, Kuwaiti managers and employees endorse 
work values and loyally facilitate social cohesiveness, personal relationships, and 
dependency. 
 
An in-depth investigation of LDPs in KCOs and their potential benefits to leaders 
and organizations will also shed light on the relationship between the KCOs leaders 
and their subordinate staff in the organization. Junior workers in Arab organizations 
tend to be compliant and avoid confrontation. They would speak to their seniors in a 
modest and unassuming way and be reluctant to express their professional opinions 
and concerns. This “parent-type” relationship depends on the managers’ whims 
rather than their competence, or their desire for cooperation or relevance to the work 
task. Even if they engage in consultation during decision-making, the purpose will be 
to enhance the ego of the parties instead of making quality decisions. This kind of 
relationship can be accepted in some Arab organizations but not for educated people 
who find the organizational environment lacking commitment and job engagement 
(Abdullah & Al-Homoud 2001). Yet, Alfadly (2011, p. 144) argued: “Leading a 
complex organization requires an entirely different mindset. […] We have not yet 
come across a Kuwaiti company that has mastered complexity in organization. 
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Perhaps there are none; perhaps there never will be any”. In addition, Pauliene (2012, 
p. 92) notes leadership styles can vary due to cultural influences, as individuals have 
different beliefs and assumptions about the factors that are considered effective for 
leadership. Therefore, understanding how leadership is developed and practiced in 
Kuwaiti commercial organizations provides a platform to better understand the 
rationales underpinning the decisions by KCOs to establish and maintain LDPs. 
Unquestionably, LDPs require a large financial investment from Kuwaiti 
organizations. For example, one short course (3 days) offered by a North American 
institution costs about $5,000 (USD) for an individual to attend. A longer course (4 
weeks) offered by a British institution costs over £20,000 (GBP) for an individual to 
attend. Understanding if these investments in leadership development achieve the 
intended objectives was a primary motivation for my research project. 
Lastly, an investigation of the design and outcomes of LDPs in KCOs is warranted in 
order to shed light on the assumed causal relationship between formal leadership 
development and manager and organizational performance (Dermol & Cater 2013). 
While Black and Earnest (2009, p. 188) note “there are no known well-developed 
theories of leadership development grounded in what is learned through program 
evaluations”, it is uncertain if leadership development in Kuwait produces 
identifiable outcomes. Thus, this study of leadership in KCOs presents an 
opportunity to identify barriers to effective leadership development in the three case 
study organizations such as those found by Al-Athari and Zairi (2002). Partly due to 
the Anglophone bias in the development of leadership concepts, a further purpose of 
the thesis is to understand if these Kuwaiti organizations perceive any tension 
between the transnational and culture-specific dimensions of leadership 
characteristics. For instance, Jones (2009) found non-Kuwaiti training providers 
inadequately anticipated cultural differences, where insensitivities to Arab culture 
impeded the effectiveness of the training. 
1.3 Research problem and questions 
In the context of Kuwait, studies on the issue of leadership investments are fairly 
limited. Based on my general research with simple key words such as leadership 
development and Kuwait, the results show that some conference papers and 
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academic articles do cover the topic, but only in a general sense (e.g. Abdallah & Al-
Homoud 2001). The special edition of the journal Applied Psychology of 2005 
(“Leadership and culture in the Middle East: norms, practices, and effective 
leadership attributes in Iran, Kuwait”) focused on leadership styles or types, and how 
these style or types evolve. Generally, these studies examine Kuwaiti hospitals, 
Kuwaiti university, Kuwaiti army, and other non-commercial organizations in 
Kuwait. Each study, article and thesis has its own direction derived from different 
leadership aspects. For instance, addressing the suitable leadership style (transaction 
or transformation), and whether these styles produce varying levels of motivation, 
satisfaction or effectiveness. The other studies have focused on the issues related to 
the interactions between female leaders’ perspectives and cultural influences on their 
leadership practice. No published study, to my knowledge, has attempted to explore 
issues concerning investing in leadership development programs LDPs especially in 
commercial Kuwaiti organizations, and if this has any consequences for their 
participants and their organizational performance. Moreover, the thesis investigates 
the type of leadership promoted by these programs and the expectations and 
assumptions about leadership that underpin the decision to invest in leadership, 
through leadership development programs. 
Therefore, my thesis will partly fill a gap in the literature and aid our knowledge and 
understanding the leadership development process generally, and especially in 
Kuwait.  
Research questions 
The thesis has a primary research question and several secondary research questions. 
The primary research question is:  
Why do Kuwaiti commercial organizations establish and maintain leadership 
development programs (LDPs)? 
Responding to this question has two elements. First, the reason for the initial 
investment could be to achieve organizational performance outcomes, or manager 
(leader) specific outcomes. The response to the first element of the question informs 
the answer to the second element of the question. If the reason for the investment is 
to directly produce organizational goals, then there should be a process to measure 
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this. If the reason for the investment is to improve the quality of leadership of the 
leadership development program (LDP) manager participants, then there should be a 
process to measure this also. If there is no method of measuring if the goals of the 
investment are being realized, it is very likely the Kuwaiti organizations could better 
use the money and effort in other activities. 
The first set of three secondary research questions concerns the nature of the LDPs 
and why they are selected.  
How are leadership development program(s) in Kuwaiti commercial organizations 
formulated? 
Responding to this question seeks to identify if there are any specific characteristics 
of the leadership development  program(s) that explain the investment, and if there 
are any aspects that suggest they are inappropriate in the Kuwaiti context. In other 
words, the relevance of the program to the organization is explored.  
Do the programs promote a particular leadership style or concept? 
Responding to this question seeks to identify whether any specific leadership style 
(e.g. authentic, ethical, charismatic, transactional, transformational, transcendental) 
underpins the LDP curriculum, and if so why. 
What is the rationale for the programs? 
Responding to this question seeks identify if the design, delivery and conduct of the   
LDPs influence the reason why they are selected by Kuwaiti commercial 
organizations.  
The second set of three secondary research questions concerns the impact of 
participating in a LDP on Kuwaiti managers. 
How do the leadership development  programs effect the managers’ perceptions and 
understanding of leadership? 
Responding to this question explores the knowledge or training transfer process on 
participants by investigating if the program altered their understanding of leadership. 
Are there any direct or indirect effects on the behavior and performance of the LDP 
manager participants? 
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Responding to this question explores if a LDP influenced the managers’ own 
individual leadership behavior, and in what ways. 
How do the LDP participants’ leadership knowledge and behavior compare with 
managers who have not (yet) undergone similar leadership training? 
Responding to this question involves use of a “control group” to identify if any 
specific transformation in the LDP participants’ understanding of leadership and/or 
leadership behavior can be attributed to the leadership development training. 
The third and final set of three secondary research questions explores if the 
organizations measure the effectiveness of their investment in leadership 
development. 
Do Kuwaiti commercial organizations evaluate their leadership development 
programs? 
Responding to this question seeks to identify if any formal method of program 
evaluation is conducted, what is the method, and in what ways is the process separate 
from HRM information collection and reporting activities.  
What is the purpose of any evaluation? 
Responding to this question seeks to identify the level(s) of evaluation (i.e. 
individual, departmental or organizational), and will help inform the response to the 
second element of the primary research question.  
How are programs enhanced because of the evaluation? 
Responding to this question explores the extent to which the information gathered 
during LDP evaluation is used to improve future leadership development training.  
1.4 Research objectives and significance 
In addition to satisfying the objectives of the thesis and answering the research 
questions, the objectives of the thesis are to make contributions to knowledge and 
practice. While there are many studies examining aspects of leadership in the Middle 
East (e.g. Jordan and Lebanon; Budhwar & Mellahi 2007; Afiouni, Karam & El-Hajj 
2013; Sheikh, Newman & Al Azzeh 2013) and the Arabian Gulf counties (see Kemp, 
Madsen & Davis 2015), there are only a small number of studies looking at 
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leadership in the Kuwait context (see Nelson & Shraim 2014). Consequently, the 
research that has been conducted on leadership has mainly focused on Western rather 
than Islamic concepts of leadership. In addition to this, the majority of these studies 
have been conducted in Western nations, with only a small number examining 
leadership in Kuwait and the surrounding region. 
Therefore, insights into how leadership is practiced in Kuwaiti commercial 
organizations will add to the knowledge about leadership generally, and the Kuwait 
context in particular. Likewise for the topics of leadership development and program 
evaluation. There are large numbers of studies on both these topics, some of which 
are highlighted in Chapter 2 of the thesis. Yet there are only a few studies on these 
topics in the Kuwait context, and (to my knowledge) no published study of these 
topics examine organizations outside the Kuwaiti public sector. Therefore, insights 
into why and how leadership development is conducted and why and how LDPs are 
evaluated in Kuwaiti commercial organizations will add to the knowledge about 
leadership development generally, and the Kuwait context in particular. 
The thesis also has the potential to make contributions to practice. Specifically, the 
impact of the investments in LDPs on the knowledge and behavior of Kuwaiti 
managers, the effectiveness of any method of program evaluation, and the extent to 
which any changes to the LDPs should be made to make the training more relevant to 
the Kuwaiti organizations and better achieve the goals of the investments. It is 
anticipated such contributions will have application outside the Kuwait context. 
As a higher degree research thesis, the present study has notable significance. 
Several projects have examined the process of training evaluation (e.g. Kennedy 
2012), and others have studied evaluation of leadership development (e.g. Voller 
2010; Bernal 2013). A few thesis projects have examined training in an Arabian Gulf 
country (e.g. Kattuah 2013), and one has studied management development in 
Kuwait (e.g. Malallah 2010). Malallah’s (2010) research has some similarities to this 
thesis project, in that it explored leadership training and leadership practices in the 
Kuwaiti banking sector. However, it can be differentiated by the following quote: 
“Only six interviewees [out of 25] indicated that their banks offered formal 
leadership development training to managers separate from other types of 
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management training and development” (Malallah 2010, p. 280). Hence, it was 
mostly a study of management training rather than leadership development. My 
thesis project is an explicit study of leadership development. Moreover, Malallah 
(2010) had a focus on the cultural influences on leadership. While cultural influences 
form part of my thesis project, it is not a prominent feature of the present study.  
1.5 About Kuwait 
Kuwait is a city-state in the eastern part of the Arab world, situated more specifically 
on the northwestern shore of the Arabian Gulf (see Figure 1). It is bordered to the 
north and west by Iraq, and by Saudi Arabia to the south and west. The Gulf 
countries tend to be relatively small (except Saudi Arabia) but oil-rich. Kuwait’s total 
area is about 17,820 square kilometers. It includes the mainland and 10 offshore 
islands, the largest being Bubiyan, Failakah, and Warba. Gulf countries tend to have 
almost the same culture as other Arab countries and mainly differ from them in terms 
of wealth and population (Sheikh, Newman & Al Azzeh 2013). Kuwaiti society is a 
mixture of tribal affiliations and ancestry, derived from Arab and non-Arab origins, 
including both Muslim Sunnis and Muslim Shi’as. Wealth and educational 
accomplishments are considered a potent force in Kuwaiti society (Ali & Al-Kazmi 
2007; Al-Hadban & Al-Kandari 2010). 
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Figure 1: Map of Kuwait and Arabian Gulf region 
 
   Source: http://www.atlapedia.com (copyright Latimer Clarke Corporation Pty Ltd) 
 
1.5.1 Historical review of Kuwait  
For many years (1899-1961), Kuwait was a protectorate of Great Britain. In June 
1961, Kuwait gained full independence from Great Britain, and in 1963 Kuwait 
became a full member of the United Nations. Oil was discovered in the Burgan field 
of Kuwait in 1938, and in 1946 the Kuwaiti government began exporting oil to other 
countries. The country’s oil revenue made up as much as 93 percent of its total 
revenue and has since become the dominant feature of Kuwait’s economy. The 
revenue from oil has had a great impact on Kuwaiti society, and has transformed the 
country into a “welfare state” (Salih 2010). The Kuwait Country Report 2012 stated 
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that its national budget mainly relies on petroleum revenues and Kuwait controls 
eight percent of the world’s petroleum reserves (Bertelsmann Stiftung BTI 2012). 
In August 1990 Kuwait was invaded and occupied by Iraq, and liberated in February 
1991. The invasion and occupation has had significant repercussions for Kuwaitis 
and indeed the whole Gulf area. Approaches to work and the environment of work 
were affected by the dynamic, social and political changes in Kuwait since the 1990–
1991 war; these changes are evident in the values adopted by Kuwaiti organizations 
and their employees (Ali & Al-Kazmi 2005). Prior to the 1990 invasion, favoritism 
rather than merit was the main way Kuwaiti organizations selected and promoted 
employees. Such a system lacked transformational leadership. After the Iraq 
occupation, the economic and social situation in Kuwait changed. This shift in 
context made citizens aware that the era of comfortable living was untenable and 
they needed to invest in education and workplace experience in order to gain 
employment. Two decades ago Abdalla and Al-Homoud (1995) identified challenges 
for Kuwaiti management as being partiality, subjectivity in evaluation and 
promotion, reluctance to accept responsibilities, and the influence of cliques in the 
workplace.  
Elbadawi and Kubursi (2014, p. 4) claim “Kuwait stands out as a shining example of 
a unique democracy in the autocratic Arab [sic] Gulf region”. For example, in 
Kuwait there is the right to assemble and demonstrate, unlike the other Arabian Gulf 
states (Tetreault 2011, p. 632). Moreover, Kuwait was the first Arabian Gulf nation 
to have elections, and its parliament has legislative and not just advisory powers 
(Tetreault 2011, pp. 630-631). The Kuwaiti constitution was adopted in 1962. Head 
of the State of Kuwait is the Amir, who exercises government executive power 
through the cabinet and ministers. The Amir appoints the prime minister, and the 
prime minister then appoints the cabinet ministers. The Kuwait parliament (National 
Assembly) is an elected body, though ministers can also sit in parliament and vote on 
all matters except for confidence (removal of a minister). Laws passed by parliament 
need to be approved by the Amir (Shultziner & Tetreault 2012). While the Kuwaiti 
constitution nominates the family, and not the citizen, as the basic unit of society 
(Tetreault, Meyer & Rizzo 2009, p. 220), Kuwait, relative to neighboring countries, 
has been sympathetic towards human rights for women.  
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The issue of political rights for women seems to have been used as a proxy in the 
struggle for power between the parliament and the executive government, and not 
necessarily a dispute over gender equality (Shultziner & Tetreault 2012, p. 282). For 
instance, in May 1999 the Amir decreed full political rights for women. Yet in 
November 1999 the decree was nullified by parliament. Further, in 1993 the 
parliament passed a law requiring gender segregation in higher education. In May 
2005 the Kuwait parliament voted for full political rights for women, at the urging of 
the government (Tetreault, Meyer & Rizzo 2009). Shultziner and Tetreault (2012, p. 
283) suggest the government used a range of parliamentary and other tactics to have 
the law passed. Women are now an important constituency in Kuwaiti parliamentary 
politics (Hiramatsu 2011, p. 67). Indeed, Kuwait has a higher labor force 
participation rate for women than its Arabian Gulf neighbors and many other 
countries (International Monetary Fund 2013, pp. 17-18). 
1.5.2 An overview of the Kuwait economy 
Since the 1950s the Kuwaiti economy has shifted from fishing, pearling and seagoing 
trade to an energy (oil and gas) based economy. In 2011, 85 per cent of Kuwait 
government income came from oil. Kuwait’s small population and relatively large oil 
reserves have facilitated a high standard of living for the Kuwaiti people. This aspect, 
coupled with the fact that the government subsidizes education, health, multi-utilities 
and other public and private services, allows Kuwaitis to have prosperous and 
comfortable lives (Ali & Al-Kazmi 2005; Ali & Al-Kazmi 2007). According to the 
World Bank (2013) Kuwaiti annual per capita income was $17,616 (USD) in 2001 
and by 2012 had increased to $56,374 (USD); in contrast Australian GDP per capita 
was $19,505 (USD) in 2001 and $67,442 (USD) in 2012 (currency exchange rates 
somewhat “inflated” the Australian 2012 figure). Kuwait’s population increased 
from 1,575,570 in 1995 to 3,065,850 in 2011, much of this increase was due to the 
entry of foreign-born workers who now account for more than half the country’s 
population (Central Statistical Bureau of Kuwait 2011).  
The Gulf States Council (GSC) consists of six members: Bahrain, Kuwait, Oman, 
Saudi Arabia, and the United Arab Emirates (UAE). All these nations are monarchies 
and small in size. Kuwait, similar to the other GSC members, suffers from a “youth 
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bulge”. This means government faces the problem of generating employment 
opportunities for younger people. While the unemployment level is about three 
percent, this low rate is mostly due to the public sector taking on new workers. 
However, this is not a sustainable longer term response (International Monetary Fund 
2013, p. 14). 
Fasano and Goyal (2004) nominated key aspects of Kuwaiti labor market regulation:  
• Public sector gives priority to nationals. 
• Restriction in the number of approved work visas. 
• Private sector industrial establishments are required to have nationals 
representing at least 25 percent of their labor (Industrial Law 6, 1965). 
• The 2000 Labor Market Law stipulates the proportion of Kuwaitis that private 
sector companies must have in their workforce. This varies from sector to sector 
and within sectors, depending on the size and nature of companies’ operations. 
• The government initiated several steps in the area of training financed by a 2.5 
percent tax on companies listed on the Kuwait Stock Exchange. 
• Extend payment of the social allowance for Kuwaiti workers in the private sector. 
 
The social allowance is a wage subsidy paid to Kuwaitis working in the private 
sector to encourage them to seek employment outside the public sector, and this 
seems to be relatively successful (Salih 2010, p. 172). 
1.5.3 The Kuwait business environment 
To have a diversified economy, the government has invested in developing the skills 
of Kuwaitis. This investment seeks to encourage private sector growth, so that its job 
opportunities compete with the public sector (International Monetary Fund 2013). 
Examples of countries with a diversified economic base that Kuwait could copy are 
Norway (an energy producer) and Singapore (a similar size) (Elbadawi & Kubursi 
2014, p. 38; International Monetary Fund 2013, p. 12). 
Members of the GSC have adopted a labor market policy of “nationalization”. This 
means the private or commercial (market) sector is encouraged to employ locals over 
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foreign workers. In Kuwait, this is known as “Kuwaitization”. The policy is part of 
the process to diversify the economy from its narrow energy income base. The policy 
is also meant to reduce spending in public sector employment, which is often seen by 
many Kuwaitis as the employer of first choice.  
The program of “Kuwaitization” was implemented when the Manpower and 
Government Restructuring Program (MGRP) was launched in 2001. The Kuwaiti 
government also created the ‘‘Complementary Fund Budget’’, which was a special 
budget for encouraging all sectors to recruit Kuwaiti workers. The objective of the 
MGRP department has been to train and motivate Kuwaiti employees to attain 
qualifications as well as encouraging the private sector to recruit more Kuwaiti 
employees instead of foreigners. Despite all such efforts by the government, the 
presence of Kuwaiti workers in the private sector remains very low (Al-Enizi 2002; 
Salih 2010). 
The Kuwait Foundation for the Advancement of Science (KFAS) is a state funded 
entity established by an Amiri decree in 1976 which has a decades-old practice of 
supporting the training needs of “high ranking employees” in the private sector by 
providing leadership development placements for Kuwaitis at European and North 
American institutions (KFAS 2014). Currently KFAS directly supports national 
goals of developing the skills of Kuwaitis through funding and training. The KFAS 
collaboration with European institutions includes the Foundation Nationale Des 
Sciences Politiques (Sciences Po) in France, the London School of Economics and 
Political Science (LSE) of the University of London, and Oxford University. The 
KFAS collaboration with North American institutions includes Harvard University, 
Massachusetts Institute of Technology (MIT), and University of California, 
Berkeley. When conducting preliminary background research for this thesis, it was 
revealed that many Kuwait commercial organizations invest in leadership training for 
their managers. The training providers used by these Kuwaiti organizations are often 
the same as with the KFAS collaborations, but also include the AMA, the Asian 
Institute of Management, Cranfield School of Management, the London Business 
School of the University of London, Penn State University (SMEAL), and Stanford 
University. 
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1.5.4 The public and private sectors in Kuwait 
The public sector includes service agencies such as education, defence, electricity 
and water supply, health, and law enforcement. The Government Sector Employment 
Law No. 16/1960 was designed to ensure that every suitably qualified Kuwaiti 
citizen has the right to a job in the public sector. In effective terms this means that 
graduates are guaranteed a job in the public sector, even if their particular 
qualifications and competencies do not align with the requirements of the public 
sector at the time.  Such high job security as mandated by government policy has 
allowed Kuwaitis to spend only a minimum effort in implementing their assigned 
tasks. This has influenced Kuwaitis’ competence and competitiveness, their 
motivation and absentee rate (Salih 2010). The public sector offers small workloads 
with high prestige, high job security, and attractive conditions for Kuwaitis. 
Additionally, public sector employees receive on average higher salaries than their 
private sector counterparts with the same educational and occupational levels (Al-
Enizi 2002). 
The private sector accounts for only about a quarter of Kuwait’s economic activity, 
and employs only about 10 percent of Kuwaiti nationals (Elbadawi & Kubursi 2014, 
p. 27). Kuwaitis in the private sector are employed in clerical, sales, professional and 
managerial positions. Non-Kuwaitis are employed in low wage occupations 
(International Monetary Fund 2013, p. 13). The Kuwaiti private sector has been 
reluctant to employ local workers (Tetreault 2011, p. 634). In contrast to the public 
sector, the private sector in Kuwait employs managers on the basis of their technical 
and managerial abilities, most of whom hold a tertiary qualification in business or 
engineering, and with managerial experience. While it is not uncommon for private 
business owners to appoint someone from the owner’s “in-group” to senior 
management roles, they tend to rely on external, foreign-born, expertise rather than 
Kuwaiti nationals for highly skilled positions for productivity and cost-effectiveness 
reasons.  
In part this pattern of recruitment reflects a view that the private sector in Kuwait 
needs particular capacities and competencies from their employees if they are to 
attain high productivity standards and achieve their goals. Thus, many organizations 
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in the private sector are hesitant to hire Kuwaitis due to productivity concerns. Such 
perceptions hold that Kuwaitis can be difficult to manage, demand high salaries and 
short working hours, lack necessary skills and job commitment, and have negative 
attitudes towards manual work, and technical and applied education and training. 
These attitudes are partly explained by the nepotistic outlook known as “wasta” (Al-
Hadban & Al-Kandari 2010; Salih 2010). That is why many private sector 
organizations tend to recruit foreign employees from Asia – including India, Sri 
Lanka and Bangladesh – who are generally seen as cheaper (especially for less-
skilled positions), patient and more productive (Al-Enizi 2002; Salih 2010). 
1.6 Structure of the thesis 
The research study reported in this thesis is divided into eight substantive chapters. 
This chapter (Chapter 1) briefly overviews the study, explains the motivations and 
purposes of the thesis, details the research questions, and comments on the potential 
significance of the thesis for both scholarship and practice. Chapter 1 also briefly 
outlines the geographic, historical, economic and social circumstances of the three 
case study organizations so that the Kuwait context is comprehended.  
Chapter 2 discusses and reviews the academic literature relevant to the thesis, noting 
the cross-disciplinary nature of the study. Chapter 3 discusses and explains the 
research methodology, case study research design, research participant recruitment 
process, and data collection and analysis process used in the study. Chapter 3 
concludes by mentioning potential limitations of the study. Chapter 4 is the first of 
the three organizational case study chapters. Chapter 5 is the second case study 
chapter, and Chapter 6 is the third organizational case study chapter.  
Chapter 7 compares and contrasts the analysis of the three organizational case 
studies. The first part of Chapter 7 discusses the similarities and differences of how 
leadership is understood and practiced in each organization, and supplies reasons for 
these. The second part of Chapter 7 discusses the similarities and differences in 
leadership development evaluation conducted by each organization. The final part of 
Chapter 7 discusses how the analysis accomplishes the objectives of the study, and 
responds to the thesis research questions. This part of the chapter also relates the 
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findings of the chapter to the relevant academic literature, noting how and why the 
findings support previous studies and/or challenge prior research.  
Chapter 8, summarizes the findings of the study, comments on the contribution to 
both knowledge and practice of the findings, and considers the implications of the 
results of the research. Chapter 8 concludes by acknowledging the limitations of the 
study, and suggests possible directions for future research in the areas of leadership 
development and program evaluation. 
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CHAPTER 2 
LITERATURE REVIEW 
2.1 Introduction 
Chapter 1 of the thesis described the historical, geographical and labor market 
background of the study. Chapter 1 also outlined the aims of the thesis research and 
the research questions. This chapter reviews the academic literature pertinent for a 
study of leadership in Kuwaiti organizations, and in the process substantiates the 
research questions. This chapter firstly summarizes the main features of the 
development of leadership theories, noting their various strengths and shortcomings. 
Next, the differences between leadership and management are clarified so as to 
appreciate likely distinctions in knowledge and behavior of Kuwaiti managers who 
have undergone leadership development in contrast to Kuwaiti managers who have 
not. The study deals with the issue of social and organizational culture by exploring 
the potential influences of Arabic attitudes towards gender and leadership and 
Islamic doctrines on the practice of leadership. The chapter discusses research 
expectations on these topics by appraising relevant literature. The second half of the 
chapter considers leadership development, with an emphasis on why and how 
Kuwaiti organizations might evaluate LDPs. Finally, the chapter discusses the main 
features of the Kirkpatrick model of training evaluation, noting its advantages and 
weaknesses. The Kirkpatrick model is discussed because previous research indicates 
this model is the more common method of evaluating training used by Kuwaiti 
organizations. 
2.2 Leadership  
There is widespread support in the literature for the notion that the leadership 
construct takes shape in alignment with the changing nature of organizational 
contexts. Indeed, the literature continues to demonstrate theoretical and empirical 
developments in our academic and practical understanding of leadership. As Avolio, 
Walumbwa and Weber (2009, p. 421) correctly point out, such evolutionary 
developments have clear implications for our understanding of leadership “models, 
methods, and populations”. In turn, the authors assert that whereas the field of 
leadership once had as its primary focus the individual characteristics or differences 
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in its definition of leadership, there is now much greater focus on the leader, the 
followers, the work context, and the work culture, across public, private, and not-for-
profit organizations. As such, leadership is depicted in various theories and models 
as dyadic, relational, and a complex social dynamic (Avolio et al. 2009). 
This representation of leadership is similar to that proposed by Mumford, Zaccaro, 
Connelly and Marks (2000, p. 155) in their assertion that leadership invariably 
involves the application of “knowledge, problem-solving skills, solution construction 
skills, and social judgment needed to solve organizational problems”. Thus, while 
contemporary models of leadership development place less focus on individual skill 
sets per se (discussed in further detail below), the authors argue that skills-based 
model of leadership still present as a viable perspective for understanding leader 
performance. 
The concept of leadership has attracted attention of scholars since the early twentieth 
century. The exact nature of leadership is still unclear (Nielson & Pate 2008). In this 
area of scholarship, a key point of discussion is whether leadership is an inherent 
characteristic or trait, or a more complex phenomenon. As Hogg, van Knippenberg 
and Rast (2012, p.232) define it, leadership can be understood as “taking place in a 
situation where leader and followers share a formal group membership”. Burnes and 
By (2012, p. 240) suggest leadership is “a function of individual wills and individual 
needs, and the result of the dynamics of collective will organized to meet those 
various needs”. Additionally, Orazi, Good, Robin, van Wanrooy, Olsen and Gahan 
(2014, p. 9) define leadership as “an individual skill associated with the display of 
specific behavior (i.e., leadership styles) aimed at increasing organizational 
performance”. A leader has been defined as “a person who influences others because 
they willingly do what he or she requests” (Armandi, Oppedisano & Sherman 2003, 
p. 1076). Despite different views on leadership, most seem to focus on the leaders’ 
special characteristics which can inspire their followers to successfully achieve the 
organizational goals (Horner 1997; Armandi , Oppedisano & Sherman 2003; Nielson 
& Pate 2008; Schyns, Kiefer, Kerchreiter and Tymon 2011; Burnes & By 2012; 
Bello 2012). 
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More than a century of leadership research has produced what Dinh, Lord, Gardner, 
Meuser, Liden and Hu (2014, p. 37) describe as “a bewildering array of theories”. 
The progress of understanding and analyzing these leadership theories can be 
segmented according to different eras. The early theories of leadership focused more 
on the internal qualities of the person is born with (Horner 1997). Then the field 
moved from the basics traits and qualities to what leaders do rather than how they 
look to others with the belief that people could be trained to become leaders 
(Armandi, Oppedisano & Sherman 2003; Horner 1997). Researchers on leadership 
then focused on interaction between the leaders’ traits, their behaviors and 
surrounding situations. Leadership theories after this period were based heavily on 
the study of motivation, which leaders can practice in order to create a motivated 
environment and build strong relationships with others while supporting and 
encouraging individual development. The more recent theories on leadership look at 
leaders as a member of an organizational community.  
The starting era of leadership theories (1920-1930) (e.g., trait theory, also known as 
“great man” theory) concentrates on the notion that leaders are born (not made) with 
innate key personality traits that can be classified under physical attributes, abilities 
and personalities. The goal of this research was to determine sets of traits to assist in 
selecting the most qualified people to effectively lead the organization (Schyns et al. 
2011; Nielson & Pate 2008). Such notions are now doubted, as Orazi et al. (2014) 
argue that there is an overall agreement from leadership scholars that the emergence 
of leaders is largely influenced by environmental factors rather than one’s genetic 
make-up. Theories in this period did not account for the overall situational conditions 
or leader-subordinate interactions, which are considered as key reasons for their 
weaknesses (Horner 1997; Armandi, Oppedisano & Sherman 2003; Nielson & Pate 
2008; Clifton 2012). Depending solely on a pattern of leadership traits is not enough 
to successfully lead, manage and drive organizations toward their goals. This 
understanding opened the door for new understandings of leadership. 
The second era of leadership theory (1940-1960) moved from the basic traits of 
leaders to what they can actually do: the behavioral theories focus on the belief that 
people could be trained to be leaders regardless of whether or not they are born with 
special characteristics. Armandi, Oppedisano and Sherman (2003) argue that there 
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are two behavioral dimensions that point to two types of leadership behaviors in the 
workplace context. The first dimension emphasizes employees’ feelings and 
interpersonal relationships. The second dimension focuses on special tasks for 
reaching organizational goals. However, they also pointed out that both dimensions 
are inconclusive when it comes to the overall organizational performance. This has 
encouraged researchers to find other leadership theories by merging leaders’ styles 
and behavior with those of their employees, taking into the account the surrounding 
situations. The subsequent era of scholarship focused on the benefit of merging 
leaders’ behavior with the surrounding situation or context.  
The third era of leadership theories (1960-1970), known as “contingency theories”, 
focused on the connection between leaders’ traits, behaviors as well as the 
surrounding situations. As Clawson (1999) pointed out contingency theories have the 
belief that a leader should do different things and use different styles and approaches 
depending on what will most effectively allow them to achieve their own ends. These 
contingency theories consider that certain leadership situations require different 
leadership styles and thereby assume that leaders are flexible enough to change their 
styles depending on the surrounding situations (Hersey & Blanchard 1996). A 
weakness of these theories is that they may not take into account the followers’ needs 
and how to motivate them in order to arrive at the organizational goals. Without 
considering the issue of motivation there will only be limited success in 
understanding leadership behaviors. The issue of motivation compelled researchers 
to come up with new leadership theories which can focus on motivation as a way of 
dealing with the followers’ desires and ensuring their best performance (Clawson 
1999; Armandi, Oppedisano & Sherman 2003; Nielson & Pate 2008). 
Leadership theories in the period 1970-1990 focused on the limitations of previous 
theories by looking at the motivational skills that leaders use to create an 
environment which inspires followers to satisfy their needs, move in the same 
direction as the leader, and thereby successfully achieve the organizational goals 
(Horner 1997; Hunt 1999; Armandi, Oppedisano & Sherman 2003; Nielson & Pate 
2008; Grant 2012). Optimal utilization of organizational human resources is the main 
focal point of these theories: e.g. transactional leadership; transformational 
leadership theory; and leader-member exchange theory (Graen, Novak, & 
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Sommerkamp 1982, cited in Orazi et al. 2014, p. 29). However, applying motivation 
skills and utilizing the organization’s human resources to successfully achieve 
organizational performance are not enough given the ongoing dynamic changes 
around the organizational environment. Thus, researchers have come up with more 
innovative theories that can take into account unstable organizational situations.  
Leadership theories from the 1990-2000 era focused on building a wider view of the 
organization. This notion is meant to energize followers to engage all of their skills, 
knowledge and ability for the sake of making the vision a reality. This can be 
achieved by concentrating on leaders’ characteristics, ability, and behaviors which 
can be used to merge the organizational vision, core values and dynamic change 
within the organization. These characteristics and visions have the ability to 
encourage followers to apply their skills, emotions, and knowledge to their 
performance and thereby to transform their desire vision into reality (e.g. Conger 
1999). Researchers in this tradition assessed that creating a motivated environment 
through leaders’ inspirational behaviors can lead people towards the organizational 
goals. However, in order to attain those goals, leaders should align their skills and 
knowledge with credibility, emotional intelligence and organization culture among 
the organization’s employees to ensure mutual organizational development (Clawson 
1999; Armandi, Oppedisano & Sherman 2003; Burnes & By 2012). 
Leadership theories from 2000 to date (e.g. authentic leadership) were proposed to 
align ethical characteristics with the organization’s values and performance by 
focusing on the ideas of ethical leadership style and behavioral integrity (Voegtlin, 
Patzer & Scherer 2012). The focal point of this theory is leaders cannot achieve the 
required success unless they act in an ethical manner, which positively influences 
followers, outcomes and organizational stakeholders. It also encourages leaders to 
deliver effective organizational commitment, trust and high performance in their 
organizations by being clear about their own ethical beliefs and values so as to reach 
their goals successfully taking in to the account their followers’ needs and problems, 
while inspiring them towards achieving desired goals. Leroy, Palanski and Simons 
(2012) contend there is a positive correlation between authentic leadership and 
leaders’ behavioral integrity on the one hand and followers’ performance on the 
other.  
 25 
 
The array of leadership theories continued to evolve in the first decade of the twenty-
first century. Dinh et al. (2014, p. 45) found 66 “leadership theory categories” in 
their review of the more recent literature, and thematically divide them into either an 
“established” or “emerging” group. The established theories group with their related 
leadership types or styles is reproduced in Table 2.1. Of the established theories, neo-
charismatic (e.g. transformational), information processing, and social 
exchange/relational (e.g. leader-member exchange, “LMX”), theories remain the 
focus of research attention.  
In contrast, trait-based and contingency theories attract limited contemporary 
scholarly attention. The emerging theories group with their related leadership types 
or styles is reproduced in Table 2.2. However, the two theory groups are not 
mutually exclusive, as recent studies have combined some established theories (e.g. 
LMX and transformational) with emerging theories when appreciating the context of 
leadership. According to Dinh et al. (2014, p. 41) this suggests “leadership 
researchers are beginning to appreciate the social context in which the leader 
operates and his or her effect on the team as a whole”. Importantly for the present 
study, there has also been a focus on the complexities of leadership training and 
development.  
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    Table 2.1: Established leadership theories, types and styles 
Established theories Leadership Type or Style 
Neo-Charismatic Theories 1-Transformational leadership 
2-Charismatic leadership 
3-Transactional leadership 
4-Ideological/pragmatic, outstanding leadership  
5-Self-sacrificing leadership  
6-Pygmalion effects  
7-Inspirational leadership 
Leadership and Information Processing 
 
1-Leader and follower cognition  
2-Implicit leadership  
3-Attribution theories of leadership  
4-Information processing and decision making 
Social Exchange/Relational  
 
1-Leadership Theories 
2-Leader-member exchange (LMX)  
3-Relational leadership   
4-Vertical dyadic linkage  
5-Individualized leadership 
Dispositional/Trait Theories  
 
1-Trait theories  
2-Leadership skills/competence  
3-Leader motive profile theory 
Leadership and Diversity 
 
1-Cross-Cultural Leadership 
2-Leadership and diversity  
3-Cross-cultural leadership 
Follower-Centric Leadership Theories  
 
1-Followership theories  
2-Romance of leadership 
3-Aesthetic leadership 
Behavioral Theories  
 
1-Participative, shared leadership 
2-Delegation and empowerment, and 
identification process  
3-Behavioral approaches 
4-Leadership reward and punishment behavior 
Contingency Theories  
 
1-Path-goal theory  
2-Situational leadership theory  
3-Contingency leadership theory  
4-Leadership substitute theory  
5-Adaptive leadership theory  
6-Normative decision model  
7-Cognitive resource theory  
8-Life cycle theory  
9-Multiple linkage model  
10-Flexible leadership theories 
Power and Influence of Leadership  
 
1-Power and influence of leadership  
2-Political theory and influence tactics of 
leadership 
Source: Compiled from Dinh et al. (2014). 
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    Table 2.2: Emerging leadership theories, types and styles 
Emerging theories Leadership Type and Styles 
Strategic Leadership  
 
1-Strategic/top executive  
2-Upper echelons theory  
3-Public leadership 
Team Leadership  1-Leadership in team and decision groups 
 
Contextual, Complexity and System Perspectives 
of Leadership  
 
1-Contextual theories of leadership  
2-Social network theories of leadership  
3-Complexity Theories of leadership  
4-Integrative leadership 
Leader Emergence and Development  
 
1-Leadership development  
2-Leadership emergence 
Ethical/Moral Leadership Theories  
 
1-Authentic leadership theory  
2-Ethical leadership theory  
3-Spiritual leadership theory  
4-Servant leadership theory 
Leading for Creativity, Innovation and Change  
 
1-Leading for creativity and innovation  
2-Leading organizational change  
3-Leading for organizational learning and 
knowledge 
Identity-Based Leadership Theories  
 
1-Social identity theory of leadership  
2-Identity and identification process  
Other Nascent Approaches  
 
 
 
1-Emotions and leadership  
2-Destructive/abusive/toxic leadership  
3-Biological approaches to leadership  
4-E-leadership  
5-Leader error and recovery  
6-Entrepreneurial leadership 
Source: Compiled from Dinh et al. (2014). 
 
The preceding appraisal of the evolution of leadership research shows a vast body of 
abstract conceptualizations of possible leadership behavior. Many of these have 
weaknesses, have been criticized because of their definitional ambiguities and 
limited direct practical application. Some of this is due to the era in which they were 
developed, and some of this is due to the dynamic environment in which leadership 
is performed. Leader-focus theories (e.g. traits and charisma) overlook context. 
Follower-focused theories (e.g. motivation, relational, and ethical) are more likely to 
appreciate both the organizational and social context. It is not suggested here that the 
research findings imply specific approaches to leadership are preferred. Rather, the 
purpose is to demonstrate the problematic relationship between conceptualizing 
leadership and leadership practice. For instance, situational leadership seeks to 
combine elements of both leader-focused and follower-focused approaches and 
therefore has wide practitioner appeal, yet it is criticized because it lacks empirical 
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validity (Thompson & Vecchio 2009). For these reasons, exploring leadership in a 
leadership development context, as this thesis does, is not straightforward. Moreover, 
there is no consensus definition of leadership and how it differs from management. 
The next section of the chapter discusses how we can differentiate the main 
characteristics of leadership and management. 
Leadership and management 
Although not always explicit, the foregoing material often delineates leadership from 
management in their activities. There are two primarily schools of thought, one 
dictates them as being two distinct forms and the other draws them as interrelated 
skill sets. Toor (2011) argues that of the latter, claiming there is hardly any strong 
evidence on how these two notions can be differentiated. He asserts that leaders play 
a dual role in both leading and managing. In addition, Kotterman (2006) claims there 
is no universal acceptance about the functional differences between leadership and 
management. Whereas according to McLean (2005), these are considered two 
distinct notions and behaviors.  
Carroll and Gillen’s (1987) much cited work notes Fayol’s list of managerial 
functions (planning, organizing, commanding, coordinating and controlling) has been 
described as “folk lore”. Indeed, Mika and O’Sullivan (2014) found they are still 
used in university-level textbooks. One such text defined management as “the 
process of planning, organising [sic], leading and controlling the use of resources to 
accomplish performance goals”. Another text defined management as “the process of 
coordinating and overseeing the work of others so that their activities are completed 
efficiently and effectively” (Mika & O’Sullivan 2014, p. 650). The only change from 
Fayol’s list is swapping the word commanding with the word leading in the first 
definition. Carroll and Gillen (1987, p. 46) suggest managerial work combines both 
“tasks” and “goals”, with tasks being a way to realize goals. A “functionalist” 
understanding of management implies managers play a key role in maintaining 
organizational systems (Mika & O’Sullivan 2014, p. 651). That is, management 
contains a set of confined (subordinated) skills in contrast to leadership, because 
management involves directing others while leadership entails the ability to influence 
others. In addition to management encompassing Fayol’s list of functions (McLean 
2005), Marker (2010) comments that management relies on position, power and 
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authority to direct the action of subordinate employees. Toor (2011) concedes 
management tends to focus on routine procedures and is generally a more rigid set of 
skills that do not challenge the status quo, even if the contemporary manager may 
seek to empower and inspire subordinate employees.  
In summary, management relies on authority while leadership relies on influence (i.e. 
communication, motivation and persuasion) (Toor & Ofori 2008; Toor 2011; Lee 
2012; Newton 2009; Pauliene 2012). However, it should be appreciated the 
distinction between the two concepts and behaviors varies within the organizational 
hierarchy. More senior managers are likely to concentrate on planning organizational 
goals, while more junior managers focus on directing and controlling tasks to achieve 
those goals (Carroll & Gillen 1987). Therefore, senior managers will place greater 
emphasis on leadership than traditional management functions (Orazi et al. 2014, pp. 
51-52). Understanding the differences between management and leadership is 
important for leadership development, and hence this thesis. Investigating the 
effectiveness of leadership development training requires comparing program 
participants’ knowledge of leadership with that of non-participant managers from the 
same organization. 
2.2.1 Gender and leadership 
 Any investigation into the leadership phenomenon should have regard to the issue of 
gender, as ignoring this issue can skew our understanding of the concept, how it is 
practiced, and who should practice it. In addition, gender can play a role in 
appraising a leader’s effectiveness (Brandt & Edinger 2015). Appelbaum, Audet and 
Miller (2003) highlighted several reasons used to suggest why leadership is better 
suited to men than women. They argued that biology and sex (i.e. being female or 
male) is not substantiated by research results. The social construction of gender (i.e. 
being a man or woman) is more influential, as this produces gender stereotypes that 
portray women as less capable leaders than men. Gender stereotypes are based on 
“masculine” and “feminine” approaches to leadership. The masculine stereotype is 
considered by some to reflect desired leadership behavior (Maseko & Gerwel 
Proches 2013). In turn, Yukl (2013, p. 373) has asserted that research findings on 
gender differences in the context of leadership and management should be viewed 
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with some caution. As stated by the author, there is a lack of clear and commonly 
accepted definition of the gender construct across research studies. Moreover, 
researchers undertaking comparative studies often do not control for the differential 
effects of variables within the organization when reporting on gender differences. 
Nonetheless, gender-based studies have reported insightful findings. Appelbaum, 
Audet and Miller (2003, pp. 48-49) report studies showing feminine leadership 
characteristics (or styles) align with transformational and relational leadership, while 
masculine leadership characteristics (or styles) align with transactional and autocratic 
leadership. They argued that feminine leadership approaches are more relevant to the 
modern organization given the adoption of team-based work processes. Eagly and 
Carli’s (2003) review of 45 studies looking at gender differences in leadership 
reached a similar conclusion. It should be noted that any person (regardless of 
biology) could embrace feminine or masculine leadership characteristics. Nor is it 
suggested here that one approach is superior to the other, they are merely different. 
Rather, personality type seems to be more influential than gender in shaping 
leadership behavior (Brandt & Edinger 2015). 
Kemp, Madsen and Davis (2015) explored the issue of gender in senior management 
in the nations of the Arabian Gulf, and noted a few reasons why males dominate 
leadership positions in these countries. One reason is demographic, as the Gulf States 
have more men than women in their populations. Other reasons are cultural or social, 
such as patriarchal attitudes and religious (Shari’a) teachings. Further reasons are 
government policy, such as gender segregation regulations. The combination of these 
influences limits women’s labor force participation, relative to men. However, their 
research found variations among the Gulf States. Kuwait seems to be more favorable 
to appointing women managers than the other nations. Kemp, Madsen and Davis 
(2015, pp. 227-228) suggest this could be due to different customs, laws and policies 
concerning women, with the Kingdom of Saudi Arabia (KSA) and Qatar being more 
traditional in attitudes towards women. While acknowledging limitations of their 
study, they discount the business context as an explanation: “Clearly, there are 
substantially fewer women in management and leadership roles than men whether 
the data are analyzed by business classification, company ownership, positions, or 
company size” (Kemp, Madsen & Davis 2015, p. 230). Citing a number of studies 
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and reports, Alomair (2015) likewise indicates laws, policies and cultural practices in 
the Gulf States are not sympathetic to women leaders. For example, Bahrain, the 
KSA and the UAE have a “separate but equal” gender philosophy. Alomair (2015, p. 
89) concluded cultural and social practices, gender stereotypes, and gender inequality 
in Gulf State organizations are major obstacles faced by female leaders in the 
Arabian Gulf countries. In contrast in Kuwait there is no legal limitation on men and 
women working together and there are female managers in many KCOs. 
The research on gender, management and leadership in the Gulf States produces 
mixed expectations for a study of leadership in Kuwaiti organizations. One 
expectation is that a “pan Arab” view of leadership would prevail in Kuwait, as it 
seems to in many other Gulf States. Alternatively, there are reasons to expect the 
Kuwaiti attitudes towards women and leadership could be different. Arabian Gulf 
cultural influences might be less widespread in the private sector due to Kuwaiti 
employees’ exposure to leadership practices of Europe, North America and 
elsewhere (Muhammad 2007). One could speculate that this produces dissatisfaction 
with traditional leadership practices (Salih 2010; Al-Hadban & Al-Kandari 2010). 
Nelson and Shraim (2014) found some evidence that Kuwaiti culture is being 
replaced with a transnational culture. This could suggest that the national values of 
Kuwait may be in a transition phase where regional cultural has less impact on local 
attitudes due to the influence of western ways of thinking. 
Research on leadership practices alludes to the importance of understanding how 
gender relates to the concept and practice of leadership, generally. As suggested by 
Nielsen and Huse (2010), leadership style differences exist between the genders for 
specific tasks and situations; not so much with regard to each gender’s ability to 
perform operational tasks, but more so towards strategic decision making. Findings 
from other studies also suggest that female leaders: typically demonstrate lower 
“power motivation” (a desire to influence others) than male leaders (Schuh et al. 
2014, p. 363); are more likely to give themselves a lower self-rating for their 
effectiveness as a leader compared to their male counterparts (Paustian-Underdahl, 
Walker & Woehr 2014, p. 1129); and are more likely to adopt an interactive or 
transformational leadership style in the workplace (Bourke & Collins 2001, p. 244). 
In terms of gender and the practices of leadership in Middle Eastern countries 
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specifically, the research has produced mixed findings. Some studies indicate there 
are leadership style differences between men and women for specific tasks and 
situations due to prevailing religious and cultural norms. Other studies indicate 
approaches to leadership are not gender specific. While attitudes towards leadership 
and gender are important factors to consider in this thesis, they are not a key focus. 
For this reason, there was only one specific interview question on leadership and 
gender. The responses to this question were used to appreciate if gender shaped 
attitudes towards leadership roles when exploring LD in Kuwaiti organizations. 
2.2.2 Emotional intelligence and leadership 
Definitions of “emotional intelligence” vary. The Salovey and Mayer (1990; 1997) 
understanding is an ability-based model, where an individual applies the ability to 
monitor one’s own and other’s feelings and emotions, to discriminate among them 
and to use this information to guide one’s own thinking and actions (Suliman & Al-
Shaikh 2007, p. 208). The mixed (or trait-based) models, such as Golman, tend to 
focus on measuring the frequency of particular behaviors and identifying when they 
occurred in various situations. The mixture of abilities and traits include emotional 
self-awareness and self-regulation, motivation, empathy, and social skills (Sadri 
2012, pp. 536-537). Being aware of your own emotions and those of others, being 
able to manage or control your own emotions, and taking the emotional states of 
others into consideration when you communicate with them, can suggest emotional 
intelligence is an individual trait or characteristic (George 2000; Guillen & Florent-
Treacy 2011). Alternatively, it can also be a skill that can be developed (Anand & 
Udaya Suriyan 2010). As emotions are trigged by events (Humphrey, Burch & 
Adams 2016), and are a feature of leadership because “leadership is an emotional-
laden process, both from a leader and follower perspective” (George 2000, p. 1046; 
also see Ordun & Acar 2014 and Parrish 2015). 
However, the concept of emotional intelligence has been criticized. The criticisms 
include the wide scope of definitions used, the suspect validity and reliability of the 
measurements methods used, and doubts if the concept is something new 
(Fambrough & Hart 2008; Sadri 2012, pp. 539-541; Caruso, Fleming & Spector 
2014, pp. 95-97). Some of the criticism is due to the differences of understanding of 
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emotional intelligence between the two main models. Caruso, Fleming and Spector 
(2014, p. 105) argue the ability-based model “has solid psychometric [research] 
foundations, which we would suggest offers a basis for reality as to how EI relates to 
leadership within an organizational context”.  
 
While the research evidence that emotional intelligence is more important for 
effective leadership than other notions of intelligence is questioned, there is little 
doubt that applying emotional intelligence can benefit organizations. Sadri (2012, pp. 
541-545) argues the traits of Golman’s model overlap with elements of 
communication, ethical behavior and people orientations of effective leadership. 
Fambrough and Hart (2008, p. 753) argue leaders will benefit from an increased 
understanding of their own emotions, interpreting emotions of others, and being 
empathic, given the importance of emotions in organizational life. Caruso, Fleming 
and Spector (2014, p. 108) likewise argue emotional intelligence is important for 
managers in leadership roles when in situations “where relationships matter, and 
where the focus is on the long-term outlook of the organization”.  
 
Suliman and Al-Shaikh (2007, pp. 217-218) found emotional intelligence has 
relevance for organizations in the “Arab world” because people with higher levels of 
emotional intelligence seem to have lower levels of workplace conflict. This implies 
“getting along” behavior can contribute to improved organizational outcomes. 
Furthermore, the abilities and competencies of the various understandings of 
emotional intelligence are all learned behavior, and can be built into LDPs. 
Consequently, managers in Kuwaiti organizations may exhibit the components of 
emotional intelligence”.  
 
Managers with high emotional intelligence have better quality relationships with 
their followers, tend to be more optimistic, and are more persuasive in their 
communication. Variations in the emotional intelligence levels of managers is one 
way to understand different approaches to leadership and adoption of different 
leadership styles (Humphrey, Burch & Adams 2016). Guillen and Florent-Treacy 
(2011) separate leadership effectiveness into two broad categories: “getting along” 
behaviors (i.e. teamwork and empowering others); and “getting ahead” behaviors 
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(being visionary, inspiring, and motivating). They also note that there can be direct 
and indirect effects of high or low emotional intelligence levels on either of these 
two types of behaviors. George (2000, pp. 1039-1041) likewise argued emotional 
intelligence plays an important role in achieving her five “essential elements” of 
leadership effectiveness, because a positive emotional state of followers due to their 
empowerment can result in support for the leader’s goals and objectives, and add to 
their own self-efficacy. Citing Golman’s (2011) emotional intelligence 
competencies, Ordun and Acar (2014) suggest “getting along” behaviors include 
persuasion, two-way communication, inspiring and guiding others, nurturing 
relationships, and consultation and cooperation in establishing goals. Therefore, 
leaders with high emotional intelligence would most likely apply “follower-centered” 
styles of leadership (George 2000, p. 1047). Moreover, Day and Zaccora (2004, p. 
391) argued that helping leaders develop or enhance their emotional inelegance could 
transform into high quality relation exchange with followers. In Kuwait emotional 
intelligence may be regarded as a less important tool for traditional managers due to 
a traditional view that management should be more authoritarian in dealing with their 
followers. While it regarded as highly important tool in dealing with the followers 
for modern managers - who have participated in LDPs - due to their updated 
leadership skills and competencies. 
2.3 Investing in leadership 
It has been argued by Svensson and Wood (2006) and Ozcelik, Langton and Aldrich 
(2008) that leadership influences organizational performance and effectiveness, and 
it is also important to group or team performance employee commitment, 
engagement, motivation, as well as increasing the organization’s overall 
performance. This can be achieved successfully if leaders can use the more 
appropriate style in any changeable business environment (e.g., see Table 2.1 and 
Table 2.2). Having the ability to use different styles in different situations will 
influence employees by meeting their needs, which in turn should impact on 
productivity and other desired outcomes. Avolio, Reichard, Hannah, Walumbwa and 
Chan. (2009, p. 783) argue leadership development generates positive indirect 
consequences for individual employees (the leadership development participant’s 
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peer group by sharing what was learned, and subordinate staff), the unit or 
department, and unit/organizational culture due to cascading effects. 
Generally speaking, leadership development can be any activity that hopes to 
improve the quality of leadership of an individual or within an organization. These 
activities can formal or informal. With the latter, Lawson (2008, p. 10) defines 
leadership development as “strategic investment in a structured process that provides 
individuals with the opportunities, training, and experiences to become effective 
leaders in the organization”. This definition contains a number of presumptions: 
leadership knowledge, skills, and behaviors can be acquired through ordered study 
and training; the study and training programs are planned; program participants have 
the opportunity to apply their newly acquired leadership knowledge, skills and 
behaviors; and all this is of benefit to the organization (McCauley 2008). The means 
to achieve these outcomes for any organization is not straightforward.  
Reasons for these investments include the wish to overcome the shortcomings of 
Kuwaiti organizational practices identified by research (e.g. Abdalla & Al-Homoud 
1995). Indeed, Alfadly (2011) suggests most Kuwait organizations do not have the 
“analytical tools” to manage complex situations, implying deficiencies with 
leadership. While some KCOs have prioritized investment in leadership they have, 
thus far, failed to develop a corresponding interest in evaluating the effectiveness of 
these programs. Evaluation, if it exists at all, is confined to the trainee questionnaires 
as a formal part of the course design. This absence of any evaluation of the 
effectiveness of the program for the organization and the program participants 
potentially reflects a number of challenges. These include the difficulty in finding 
suitable evaluation methods, and the related challenges in finding the suitable 
information required for evaluation. This absence of evaluation may reflect also a 
lack of certainty as to the precise action that would follow any such evaluation in 
addition to the costs of a sustained evaluation procedure (Al-Athari & Zairi 2002). 
2.4 Islamic leadership in business 
Hage and Posner (2015, p. 402) note there are mixed findings in the academic 
research regarding the impact of social culture on leadership practices; some results 
indicate culture is influential, while other results indicate “leadership” is universal 
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and transcends social influences. This latter understanding supports Moten’s (2011) 
contention western perspectives of leadership dominate teaching and learning to the 
neglect of other perspectives. Western culture tends to separate values derived from 
religion from professional activity. In contrast, Islam makes no distinction between 
the spiritual and temporal. Memon (2014, p. 72) suggests the Islamic perspective of 
leadership embraces “Seeking Allah’s pleasures in solving a problem by group 
[sic]”. Almoharby and Neal (2013) indicate non-Muslims are often confused over 
what are Islamic leadership concepts, because they conflate Middle Eastern tribal 
practices with Islam. They argue Islamic understandings of leadership reflect modern 
(or rational-legal) influences and not traditional tribal influences (Almoharby & 
Neal, 2013, pp. 152-157). Moreover, Ahmad and Ogunsola (2011) in their study of 
Islamic leadership found that the knowledge sources such as the Qur’an and Sunnah 
are assigned the highest priority for guiding the development of leadership 
principles.  
AlSarhi, Salleh, Mohamed and Amini (2014) examined the concept of leadership 
from both a western perspective (English language literature from Australia, Europe, 
New Zealand and North America) and an Islamic perspective (Qur’anic doctrine and 
recorded practices of the Prophet Mohamed). They noted many of the key 
understandings of the concept of leadership are similar, while also suggesting some 
differences. They found similarities between the two perspectives in the 
understandings of the influence of power, moral aspects, the servant-leader concept, 
transformational leadership, transcendental leadership and leadership traits, but also 
suggest there is no alignment among them. They found major differences in how 
leadership is defined and understandings of the leadership process and transactional 
leadership. AlSarhi et al. (2014, p. 54) argue: “The two perspectives on leadership 
are quite similar in the facets discussed, but now the [Qur’anic] sources make them 
different … According to Islam, leadership is all about trust (amanah) in leaders who 
are required to guide, protect and treat the followers fairly with justice (‘adl)”.  
In arguing Islamic notions of leadership closely resemble theories of leadership 
found in the western literature, Faris and Parry (2011, p 135) cite Ali (2005):  
“Traditional view of leadership in Islam is that leadership is a shared 
influence process. Leaders are not expected to lead or maintain their roles 
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without the agreement of those who are led, and at the same time, decisions 
made by these leaders [are] expected to be influenced by input from their 
followers. The process is dynamic and open-ended and the ultimate aim is to 
sustain cohesiveness and effectiveness”.  
Consequently, they suggest any differences in the “manifestation of leadership” are 
due to contextual influences. Their study found leaders in Islamic organizations in 
Australia are faced with many of the same the leadership challenges discussed in the 
western literature Faris and Parry (2011).  
Hage and Posner (2015) examined the influence of religion and religiosity on 
leadership practices in Lebanon. They noted Lebanon can be distinguished from 
other Middle East counties – such as Kuwait – as it has a sizable Christian population 
and a less-collectivist culture. Religion was defined as affiliation to an organized 
faith, and religiosity was defined as the extent to which a person adheres to the 
doctrine or creed of their religious affiliation. Their results suggest Muslim leaders 
have fewer variations in their leadership styles than Christian leaders. They also 
found “once religion is determined, religiosity appears to have little or no impact on 
how a person may behave as an organizational leader” (Hage & Posner 2015, p. 
406). They advance a reason for this: workplace culture overshadows religiosity Of 
particular relevance for this thesis, Hage and Posner (2015) concluded their findings 
support other research showing there is a strong relationship between the religious 
convictions of Arab managers and how they interact with their subordinates. As 
Kuwait is an Islamic country and one would expect, therefore, that managers’ 
religious convictions would have influence on how they interact with employees 
(Ahmad & Ogunsola 2011). 
2.5 Leadership styles and Islamic leadership 
 
The study by Galanou and Farrag (2015) related Islamic leadership with western 
leadership, focusing on morality, ethics, courage and religious traditions. They argue 
that observing the moral skills with practical wisdom will increase the ability to 
choose the best leadership style in a specific situation. AlSarhi et al. (2014, p. 47) 
argue the “situation” is a factor in Islamic leadership: “the West and Islam leadership 
use theory that emphasizes on situation, effectiveness, and leader-follower 
interactions providing a framework for discussing, organizing, and analyzing the 
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leadership”. This claim suggests Islamic and Western leadership could be potentially 
aligned. 
 
Islam is a way of life to people in Arab countries, and Islamic leadership puts 
forward an ethical business practice that presents the attributes of honesty, integrity, 
collective motivation, trustworthiness, encouragement, and justice. Islamic 
leadership’s emphasis on spiritual attitudes that forms their knowledge and focuses 
on wisdom, truth (haqq), and guidance rather than normal management approaches. 
Galanou and Farrag (2015) argue the three elements of logic, knowledge and stability 
form the Islamic concept of wisdom. They also noted that the Islamic leader works 
with the injunctions of Allah and Prophet Muhammad. Prophet Mohammad is a role 
model by applying wisdom and virtue together with the qualities of integrity, 
trustworthiness, justice, humility, kindness, and patience (Sabr). 
Thus according to Galanou and Farrag (2015) there is a connection between Islamic 
leadership and authentic, ethical and transformational leadership styles. Islamic 
leadership derived from Islamic practice and Qur’anic doctrine represent the idea of 
an effective leader. Additionally, the effective leader in Islamic leadership is likely to 
have the following qualities: patient (Saber), sincerity and keeping promises (Ikhlas), 
conscious of self-improvement (Itqan), truthfulness (Sidq), justice (Adl), kindness 
and care while feeling the presence of God (Ihsan), forever mindful of the Almighty 
God (Taqwa), and intention (Niyya). 
This indicates that Islamic leadership is not incompatible with western 
understandings of leadership, particularly authentic, ethical and transformational 
leadership styles. The discussion below develops this argument and notes similarities 
between Islamic leadership and the three leadership styles. Authentic leadership will 
first be discussed, followed by ethical leadership and finally transformational 
leadership. 
Authentic leadership 
Authentic leadership was derived from conceptualizations of transformational 
leadership practices (Avolio et al. 2009, p. 423). Authentic leaders are individuals 
who have a moral perspective, hope, optimism, resilience, and self-efficacy, and are 
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aware of the values of followers. Such behavior facilitates higher quality 
relationships producing engagement of employees, better job satisfaction and 
performance (Avolio, Gardner, Walumbwa, Luthans & May, 2004). Authentic 
leadership is also associated with a range of other outcomes for followers such as 
trust, commitment, happiness as well as organizational citizenship behavior (Orazi et 
al. 2014, p. 38).  
Being an authentic leader refers to an open and non-defensive way of interacting 
with one’s environment. As a result, leaders who behave authentically express their 
personal-self yet, at the same time, remain a rational thinker. Both authentic 
leadership and leader behavioral integrity have an association between a person’s 
words and their actions. As a result, individuals who function authentically will be 
perceived as having more integrity, not only because their words and deeds are 
actually aligned, but also because they effectively manage others’ perception of how 
their words and deeds are in alignment (Leroy, Palanski & Simons 2012). 
The above summary of authentic leadership indicates the style could be reflected 
with the Islamic leadership characteristics or attributes of truthfulness (Sidq), 
keeping promises (Ikhlas), justice (Adl), conscious of self -improvement (Itqan), 
kindness and care while feeling the presence of God (Ihsan), encouragement, as well 
as moral and communication skills. Thus, there is a direct connection between 
authentic leadership and Islamic leadership as argued by Galanou and Farrag (2015). 
A comparison between Islamic leadership attributes and authentic leadership 
attributes is presented in Table 2.3.  
Ethical leadership 
As Dinh et al. (2014) contend (see Table 2.2), ethical leadership could be categorized 
under “ethical or moral leadership theories” and belong to an “emerging theories” 
group (in contrast to an “established theories” group) and suggest there are many 
similarities among leadership theories in this category (e.g. authentic leadership). 
Ethical leadership is defined “the demonstration of normatively appropriate conduct 
through personal actions and interpersonal relationships, and the promotion of such 
conduct to followers through two-way communication, reinforcement and decision-
making” (Brown et al. 2005, p. 120, cited in Orazi et al. 2014, p. 37). Attributes of 
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the ethical leader include honesty, trustworthiness, integrity, and cognitive trust, and 
are principled individuals who make fair and balanced decisions. Ethical leaders 
frequently communicate with their followers about values and practice what they 
advocate (Brown & Trevino 2006). Furthermore, Orazi et al. (2014, p. 37) argue that 
the ethical leader is the one who works as a role model for others by presenting 
carefulness and emotional stability, with high cognitive moral development. Ethical 
leaders can deliver the following advantages: improve followers’ well-being, 
innovation and engagement; increase employees’ motivation, creativity, knowledge 
sharing and commitment; reduce emotional collapse in the organization and 
organizational misbehavior. These outcomes are beneficial for organizational 
behavior. 
The ethical leadership attributes presented above are similar to the attributes of 
authentic leadership listed in Dinh et al. (2014) (see Table 2.2). Hence, there is a 
direct relationship between Islamic leadership and the emerging theories of the 
ethical and moral leadership category. Table 2.3 shows comparisons between Islamic 
leadership and ethical and authentic leadership styles, and highlights the many 
similar attributes and outcomes: being honest, behave ethically, follow principles, 
increase the overall commitment of followers, improve their well-being, and being a 
role model. 
Transformational Leadership 
As Table 2.3 indicates, transformational leadership has different features to the styles 
in the ethical and moral leadership category. Transformational leadership as noted by 
Orazi et al. (2014, pp. 32-33) aims at inspiring and motivating followers to align their 
goals and beliefs to those of the organization and perform more than what is required 
from their contracts. They also argue transformational leadership is a style that draws 
heavily on relationship-oriented behavior, even in periods of turbulent change. They 
further argue there are four dimensions of transformational leadership as: idealized 
authority (leader works as a source of respect and recognition), inspirational 
motivation (leaders can act as a role model), individualized reflection (helping 
followers to realize their full potential), and logical inspiration (leader promotes 
creativity and empowered employee participation). Transformational leadership can 
bring higher job satisfaction, and higher performance to followers, promote an open 
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climate with the followers by sharing a mission and a vision and facilitates effective 
communication. Transformational leadership characteristics, as argued by several 
scholars, are shown in Table 4.5. In addition, a transformational leader is innovative, 
seeks new opportunities, and therefore attempts to shape environmental 
circumstances rather than merely react to them (Lowe & Galen Kroeck 1996). 
Dinh et al. (2014) contend (see Table 2.1) transformational leadership can be 
categorized under the “neo-charismatic theories” that contain specific attributes that 
differ from those of the ethical or moral leadership category (e.g. ethical and 
authentic leadership styles). Thus the relationship between the Islamic leadership and 
transformational leadership can be described as moderate to weak when compared 
with ethical and authentic leadership. 
The above discussion presented an overview of authentic, ethical and 
transformational leadership styles, in order to note if there is any alignment or 
connection between these styles and Islamic leadership. This discussion reveals that 
Islamic leadership is closely aligned with the authentic and ethical leadership, and 
only moderately connected with the transformational style. Table 2.3 attempts to 
show the degree of these relationships. The discussion indicates Islamic leadership 
relates more closely to ethical or moral leadership theories (authentic leadership and 
ethical leadership) presented in Dinh et al.’s (2014) emerging theories (see Table 2.2 
and Table 2.3), but has a more moderate connection to the neo-charismatic theories 
(transformational leadership style) presented in Dinh et al.’s (2014) established 
theories (see Table 2.1). These contentions support the claim provided from the 
Islamic leadership authors (Almoharby & Neal, 2013; Galanou & Farrag 2015) about 
the compatible relationship between Islamic leadership and western leadership. 
Therefore, any study of leadership in an Arab culture or nation (such as Kuwait) is 
likely to detect leadership styles similar to ethical and authentic styles, and a lesser 
degree to transformational leadership. 
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Table 2.3: Comparing Islamic leadership attributes with the other leadership 
style attributes 
Islamic leadership  
  
Authentic  
leadership  
Ethical  
leadership  
Transformational 
leadership  
Truthfulness 
(Sidq) 
Honest 
Alignment between an 
actor’s words and actions 
Being honest and 
trustworthy with high 
integrity 
 
Keeping promises 
(Ikhlas) 
 
Manage others’ 
perception of how their 
words and deeds are in 
alignment 
Ethical leaders behave 
fairly in their personal 
and professional lives 
 
 
 
 
Justice  
(Adl) 
 
Rational transparency 
when leading 
Principled individuals 
who make fair and 
balanced decisions 
 
Conscious of self -
improvement  Itqan) 
Incorporate self-
awareness, openness, 
transparency, and 
consistency 
Cognitive trust, 
set clear ethical 
principles and use 
rewards and 
punishments system 
Intellectual stimulation 
promoting creativity, new 
ideas and work structures 
Kindness and care 
while feeling the 
presence of God 
(Ihsan) 
Increased happiness, 
hope, being optimistic, 
and concern for others 
Care about people, 
organization and 
overall society,  
 
 
Promote an open, flexible 
and comfortable 
organizational climate 
that reflects positively on 
the leaders and followers 
relationship.  
Encouragement 
 
Increasing followers’ 
commitment 
Increasing employee 
creativity through 
knowledge sharing; 
 
Positively influences 
work engagement and 
reduced organizational 
misbehavior 
Inspiring and motivating 
followers; 
 
Helping followers to 
realized their full 
potential; 
 
Create work structures 
that empower employee 
participation 
Moral skills Internalized moral 
perspective 
Work as a role model 
by presenting a moral 
identity 
Inspirational motivation 
by being a role model 
Communication skills Focus on follower job 
satisfaction, engagement, 
trust, commitment, and 
behavior. 
Improve followers 
well-being and 
innovation, increase 
employees’ motivation, 
Facilitates effective 
communication 
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2.6 Leadership development 
Leadership development is typically characterized as the initiatives undertaken 
within an organization to expand the collective capacity of employees “to engage 
effectively in leadership roles and processes” (Day 2000, p. 582). Leadership roles 
refer to positions of formal authority, whereas leadership processes refer to activities 
designed to support employees to work together in meaningful ways. Thus, Day 
(2000, p. 583) asserts that each employee may be considered a leader, and 
“leadership is conceptualized as an effect rather than a cause”. Leadership 
development can build both human capital and social capital. Human capital focuses 
on the development of individual-level knowledge, skills and abilities, but this does 
not guarantee leadership quality (Day & Zaccarro 2004, p. 384; also see Reichard & 
Avolio 2005).  
Mumford et al. (2000) define the skill acquisition process as acquiring base concepts, 
learning the intent of the concepts, and applying the concepts in structured real-world 
situations. In terms of skills development, the authors propose that this involves 
elaboration on, and application of, the base concepts in more complex organizational 
situations. As such, this increases the capacity of the leader to engage in independent 
problem-solving and the integration of knowledge to address complex organizational 
problems. Additionally, Mumford et al. (2000) also assert that the leadership 
development programs for “experienced” leaders within the organization should 
focus on skills development given their developed understanding of the organization 
and the nature of their workplace role. Specifically, the programs should aim to 
develop experienced leaders’ capacity to elaborate their knowledge structures and 
integrate real-world experience into their understanding of the base concepts. 
Moreover, the experienced leaders should develop their skills to organize their 
knowledge to improve their capacity to attain organizational goals, evaluate others, 
and facilitate their professional development. 
However, Day and Harrison (2007, p. 363) assert that true leadership development 
moves beyond a narrow focus on the individual leader – developing individual-based 
human capital – to an expanded focus that reflects the importance of relationships 
between individuals in leadership capacity (i.e. the social capital of the organization) 
and the impact of such relationships on sense-making, organizational learning, 
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building commitment, and leader-follower alignment. In short, leader development 
builds human capital, while leadership development builds social capital.  
Romaniuk and Haycock (2011, p. 34) stress the differences between “training” and 
“development”; the longer time horizon of development implies identification of the 
influence of a solitary developmental intervention (program) on the behavior of 
manager is not straightforward. Packard and Jones (2015, p. 165) note changes in 
participant performance over time can be influenced by a variety of factors in 
addition to a specific leadership development event. In their review of the relevant 
leadership development literature, Leskiw and Singh (2007, p. 444) concluded that 
six fundamental elements contribute to effective leadership development: a detailed 
assessment for the need of the program(s); an appropriate means to select 
participants; suitable organizational infrastructure to support the initiative, the design 
and implementation of an entire learning system; a method of evaluation; and taking 
necessary actions to correct any shortcomings. 
Jarvis, Gulati, McCririck and Simpson (2013) argue there can be frictions with the 
design and delivery of a LDP and methods used to assess the extent there is a benefit 
to the organization. They suggest there is often a simple “cause-effect” attitude, 
where leadership development inputs are credited with improved organizational 
outcomes (Jarvis et al. 2013, p. 33). However, they also note a tension between LDP 
evaluation as a process and evaluation as an audit trail (Jarvis, et al. 2013, p. 41). 
Yukl (2013, p. 382) has also pointed to the implication of the design of the LDP for 
organizational outcomes, and support the Jarvis, Gulati, McCririck and Simpson 
(2013) arguments about well-designed LDPs play an integral role in developing the 
leader’s theoretical understanding of leadership and their skills as leader. In other 
words, a balance must be achieved in the LDP between activities which are designed 
to support the leader to accomplish successfully the practical tasks of the role and the 
leadership competencies required to facilitate effective working relationships (Yukl 
2013, p. 401).  
Further to the importance of design and evaluation process, Avolio et al. (2009, p. 
780) suggest measurement criteria are often arbitrarily selected. For instance, Hiller, 
DeChurch, Murase and Doty (2011) identified four broad criteria by which 
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leadership performances are measured: cognition (e.g. effects that leaders may have 
on the way individuals process information, or perceive themselves or perceive their 
work groups); behavior (e.g. organizational citizenship and staff turnover); attitudes 
(e.g. motivation and emotions); and effectiveness (e.g. so called tangible outcomes 
such as profitability). They conclude different measurement criteria used can result 
in assessing the same individual as being “a fantastic leader” or a “less than 
fantastic” leader (Hiller et al. 2011, p. 1172). As an audit trail, Martineau, Hannum 
and Reinert (2007) suggest every leadership development evaluation scheme needs 
to be contextualized, Edwards and Turnbull (2013, p. 5) caution against using linear 
models of evaluation because of their insensitivity to towards “contextually related 
information”, and Packard and Jones (2015, p. 155) emphasize the necessity to have 
the method of evaluation “integrated into ongoing organizational processes”. 
2.7 Evaluation of leadership development 
Evaluation can aid decisions about how to improve a training program, its expansion, 
or even its abolition. However, the notion that a leadership program’s effects are felt 
long after a program is conducted is not always clear (Black & Earnest 2009, p. 195). 
Many organizations assume that LDPs improve organizational outcomes. This 
problem raises doubts that organizations with LDPs are applying “evidence-based 
management”, for such an approach should include (at the very least) evaluation to 
improve the quality of the programs. Russ-Eft and Preskill (2005, p. 71) suggest 
evaluation of leadership HRD has become “stuck in a quagmire”. Reasons for this 
difficulty of measuring LDP effectiveness include a failure to plan for evaluation 
when the program is initiated and a tendency for management to rely on subjective 
measures of assessments.  
In simple terms, there are two options to evaluate formal leadership development. 
One focuses on the individual participant of the program by assessing if participation 
altered their skills, knowledge or perceptions (e.g. Collins & Holton 2004; Parry & 
Sinha 2005). Another is to assess if organizational performance improved after the 
conduct of the program. It is difficult to identify a direct relationship between a 
particular leadership development event and an outcome. Bates (2004, pp. 344-345) 
summarized this concern: “The linkage between individual-level training outcomes 
and organizational outcomes is at best complex and difficult to map and measure 
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even when training is purposely designed to address organizational objectives”. For 
this reason indirect relationships tend to be inferred. Packard and Jones (2015, p. 
156) note that of the 130 studies reviewed by Collins and Holton in 2004 and the 207 
studies reviewed by Avolio and colleagues in 2009 only 11 studies in the former and 
two studies in the latter concerned evaluation of organizational outcomes. Al-Athari 
and Zairi (2002, p. 248) found a range of indirect measurements were used by the 
Kuwaiti private sector organizations in their study; customer satisfaction, employee 
job satisfaction, productivity, sales, profitability and even staff absenteeism rates. In 
other words, assessing the “Return on Investment” (ROI) of a leadership program is 
not straightforward, given programs are not able to convert outcome measures to 
monetary terms. Instead proxy measurements can be used with the traditional human 
resource management measures – such as staff turnover rates – being obvious 
proxies.  
Evaluation helps assess how effective the program is in fulfilling its goals, and 
evaluation provides organizations with data to justify any change, expansion, or even 
termination of the program(s). Leskiw and Singh (2007, p. 458) argue that while 
many organizations invested in executive development programs, so little invested in 
evaluating them.  
 
Watkins, Lyso and deMarrais (2011) emphasize evaluation methods should include 
insights from the program participants to help identify demonstration of skills 
learned. Thus they suggested a “theory of change” heuristic as a way to help human 
resource development personnel make the case for this kind of development where 
program outcomes are less predictable, less measurable, and potentially far more 
impactful (such as leadership development). Applying evaluation approach based on 
a Theory of Change approach that identifies critical incidents of new behavior and 
explores changes at individual and organizational levels were a useful way to 
identify whether or not individuals used and integrated new skills, knowledge, and 
beliefs. Moreover, Hayward and Voller’s (2010) contention there is no single “right” 
way to evaluate LDPs and therefore organizations adopt a “horses for courses” 
approach is persuasive. Notwithstanding the limitations of the Kirkpatrick model (see 
Table 2.4) the four levels are broadly accepted by organizations as a standard 
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evaluation framework in use throughout the field of training and development 
(Kennedy, Chyung, Winiecki & Brinkerhoff 2014, p. 2; Romaniuk & Haycock 2011, 
p. 35). Kirkpatrick’s model is largely a hierarchical (sequential) model of evaluating 
HRD outcomes, as it assumes the training progressively impacts the organization at 
the various levels. 
This is a “vertical” understanding of training and is based on realizing certain 
specified goals at each level. Other models of HRD evaluation tend to be more 
“horizontal” in nature: the context, input, reaction, outcome (CIRO) model; the 
context, input, process, product (CIPP) model; the input, process, output, outcome 
(IPO) model, and the training validation system (TVS) (see generally Eseryel 2002). 
Day et al. (2014, p. 80) claim most research on leadership will have some 
implications for leadership development, but also suggest the disciplinary field of 
leadership development “is still relatively immature”. Thus the connection between 
the academic leadership discipline and leadership development scholarship is not 
straightforward. Table 2.4 attempts to show the areas where these two disciplinary 
fields converge, and where they diverge. The research discussed in this chapter 
indicates they converge at the topic of leader development, particularly at the 
individual leader level. Nevertheless, the two academic fields remain separate and 
distinct (Day et al. 2014, pp. 63-64). In practice, however, the separation is not so 
obvious; they are largely mutually reinforcing processes (Day and Zaccaro 2004, pp. 
391-392). Leadership interventions that neglect the social and organizational context 
of leaders and followers will produce less effective leadership (Day 2000, pp. 605-
606). It is for these reasons the thesis makes claim to be a cross-disciplinary study. 
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Table 2.4: Leadership and Leadership Development conceptual convergence 
and divergence. 
Level   Converge Diverge 
  Leadership Leader  
Development 
Leadership 
Development 
Individual  Traits 
Skills 
Behavior 
Skills 
Knowledge 
Behavior 
Human capital 
Formal training 
Experience 
Motivation 
 
Learning 
Reflection 
Self-efficacy 
Evaluation 
 
Group / team  Relationships 
Followers 
Situations 
Relationship 
building 
Followship 
Context 
Feedback 
Emotional 
intelligence 
Networks 
Performance 
Social capital 
Evaluation 
 
Organization  Shared 
leadership 
Performance 
Goals 
Performance Context 
Return on 
investment 
Return on 
expectations 
Evaluation 
 
 
Derived from Day and Harrison (2007), Table 1, p. 361. 
 
 
2.7.1 Kirkpatrick’s evaluation framework 
Kirkpatrick’s (1998) model of evaluating training programs has many virtues. It 
seeks to evaluate HRD programs at four levels: (1) the program itself (Reaction) – 
usually by using post-course participant evaluation forms; (2) the knowledge transfer 
process (Learning) – usually by assessing participant’s assimilation of new skills or 
knowledge; (3) application of the new skills and knowledge (Behavior) – usually by 
assessing how the participants are applying in the workplace what was learned from 
the program; and (4) organizational change (Results) – usually by assessing if there 
has been a difference to organization outcomes (e.g. financial, quality, productivity, 
or customer satisfaction). This last level should be based on some kind of already 
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established “organizational success criteria” to avoid issues with causation and/or 
mere coincidences. The Kirkpatrick model of training evaluation is summarized in 
Table 2.5. 
This model is not perfect, and has been subjected to some criticism. Bates (2004) 
claims the model presents an oversimplified view of training effectiveness which 
does not consider individual or contextual influences in the evaluation of training 
(also see Holton 1996). While highlighting the theoretical and practical shortcomings 
of the Kirkpatrick model of evaluation, Salas, Tannenbaum, Kraiger and Smith-
Jentsch (2012, p. 91) comment the model remains the basis for much of the 
evaluation efforts in contemporary organizations. Despite the relative simplicity of 
the Kirkpatrick model, Leskiw and Singh (2007, p. 458) indicate the model becomes 
gradually more resource intensive when progressing from one level to the next.  
Al-Athari and Zairi (2002) examined the training and development activity in 77 
Kuwaiti organizations, including results from 37 “private” (non-government) 
organizations. The purpose of the study was to understand the extent to which these 
organizations evaluated the training and development provided to staff, the methods 
or procedures used for such evaluations, and the challenges the organizations 
confront when conducting evaluation. Al-Athari and Zairi (2002, pp. 242-245) report 
a majority of Kuwaiti private sector organizations surveyed considered program 
evaluation was very important, and found the predominant evaluation model used 
was the Kirkpatrick model though for about half the private sector organizations this 
model was used only to a “small extent”. 
While the Kirkpatrick model appears to have wide practitioner acceptance, it should 
be understood there are “methodological and logistical challenges” involved in HRD 
evaluation (Packard & Jones 2015, p. 166). For instance, studies suggest a reason for 
the rarity in conducting Level 4-type evaluations is the difficulty in isolating the 
impact of any single training program on organizational results from the other 
possible influences (Kennedy et al. 2014). While noting most organizations have not 
found ways to measure organizational outcomes objectively, Hayward and Voller 
(2010) contend benefits at the organizational level from leadership development can 
be measured with participants’ own judgments on how their behavior has changed.  
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Packard and Jones (2015, pp. 157-160) argue that as “self-efficacy” is related to 
individual performance within an organization it could be an alternative way to 
gauge organizational outcomes with Level 4-type evaluation. Indeed, in summarizing 
the relevant literature Romaniuk (2014, p. 68) concluded self-efficacy could be an 
outcome of a LDP, and relationship building of “leadership self-efficacy” in 
particular (p. 26). The concept of self-efficacy has been defined as: beliefs about 
one’s capabilities to produce designated levels of performance that exercise influence 
over events (Bandura 1997, cited in Romaniuk 2014, p. 43); and “beliefs in one’s 
abilities to mobilize the motivation, cognitive resources and courses of action needed 
to meet substantial demands” (Hannah et al. 2008, cited in Packard and Jones 2015, 
p. 157). Furthermore, research shows that an improvement in the leader’s self-
efficacy has positive impact on the work engagement and significantly influence 
performance outcomes at the individual, team and organizational level (Harter et al. 
2013; Cherian & Jacob 2013; Yakl 2013).  
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     Table 2.5: Kirkpatrick’s four-level model of training program evaluation 
 
Level 
What is 
evaluated 
 
 
Why it is evaluated 
Level 1 
 
Reaction 
 
This is a measure of how participants feel about the 
various aspects of a training program, including setting, 
materials, and learning activities. 
 
Reaction is basically a measure of participant 
satisfaction. 
 
Level 2 
 
Learning  This is a measure of the knowledge acquired, skills 
improved, or attitudes changed due to training. 
 
Level 3 
 
Behavior  This is a measure of the extent to which participants 
change their on-the-job behavior because of training. It is 
commonly referred to as transfer of training. 
 
Level 4 
 
Results This is a measure of the final results that occur due to 
training, including increased sales, higher productivity, 
bigger profits, reduced costs, less employee turnover, 
and improved quality. 
 
Sources: Kirkpatrick (1998) and Kirkpatrick & Kirkpatrick (2006). 
 
2.8 Chapter conclusion 
 
This chapter reviewed the scholarly literature relevant to the study of leadership in 
Kuwait. The review highlights the significance of the social context in Kuwait, such 
as national culture and Islamic leadership approaches, to investigating why Kuwaiti 
organizations invest in leadership development. As section 2.2.1 explained, gender-
related understandings of leadership suggest feminine leadership approaches are 
better suited to the contemporary organizational context, and masculine leadership 
approaches resemble traditional management. There is research evidence to indicate 
Kuwaiti organizations would be more masculine in their attitude towards leadership 
common with other Arabic nations. Yet, there are also reasons why managers in 
Kuwaiti organizations might have less traditional attitudes towards gender equality in 
leadership. Regardless of any research findings of this thesis on the topic of gender 
and leadership, it needs to be appreciated gender is not a focus of this study. 
The review noted the relationship between leadership scholarship and leadership 
practice is not always directly obvious. For instance, situational leadership is a 
contingency based approach to the practice of leadership (see Table 2.1), and can 
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have either a task or follower emphasis, or a combination of both (Blanchard, 
Zigarmi & Nelson 1993; Fernandez & Vecchio 1997; Thompson & Vecchio 2009; 
Thompson & Glasø 2015). Hence, situational leadership has the flexibility to allow a 
leader to practice the more appropriate style of leadership for a given followers and 
organizational context. As situational leadership is a behavior using a range of 
leadership styles, it is not directly related to a specific leadership theory or style 
(McCleskey 2014). In addition, review noted leadership and management are two 
related ideas, but research suggests clear theoretical and behavioral differences 
between them. Managers who have participated in leadership development training 
would be expected to be able to identify these differences when compared with 
managers who have not undertaken leadership development training. As the 
relationship between a leader and followers is often shaped by emotions, the review 
explained the potential importance of emotional intelligence to leadership behavior. 
Therefore, managers who have experienced leadership development training could 
be expected to have higher emotional intelligence because of their knowledge of 
follower-focused leadership.  
The reasons why Kuwaiti organizations established leadership development training 
would justify why the investment is continued. If the reason is to produce an 
organizational outcome, it would be expected a process to measure this achievement 
would be evident. If the reason is to provide individual manager level outcomes, it 
would also be expected a process to measure this achievement would be evident. 
These two ways of assessing the effectiveness of leadership development would be 
different. With the first way, proxy outcome measurements are used (Kirkpatrick 
1998, pp. 153-165). With the use of organization-wide proxy measurements, the 
impact of leadership development is often an assumption. With the second way, the 
measurement can be more precise, as changes in a manager’s knowledge, attitudes, 
skills and behavior can be clearly detected by both the manager’s subordinate 
employees and supervisor (Kirkpatrick 1998, pp. 141-152). In short, the first way 
attempts to measure the “return on investment” (Kirkpatrick 1998, pp. 87-89), while 
the second way attempts to measure the “return on expectations” (Kirkpatrick & 
Kirkpatrick 2007, pp. 112-113; Kirkpatrick & Kirkpatrick 2009, p. 4). The first 
method involves “summative” evaluation and the second method involves 
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“formative” evaluation (Giangreco, Carugati & Sebastiano 2010). Formative 
evaluation can also include increases in the leadership development participant’s 
own self-efficacy.  
Finally, the academic literature reviewed in this chapter informed the research 
objectives and research questions of the thesis, outlined in sections 1.2 and 1.3 of 
Chapter 1. How the thesis research was planned, designed and conducted so as to 
meet these purposes and respond to the questions is discussed in Chapter 3. 
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CHAPTER 3 
METHODOLOGY 
3.1 Introduction 
This chapter describes how the research for the thesis was done. The chapter 
discusses why qualitative methodology and methods were used, explains the design 
of the case study method, justifies the selection process of the Kuwaiti case study 
organizations and recruitment of the managers for the experimental and control 
groups, details how the data was collected, interpreted and analyzed, and finally 
notes several possible limitations of the thesis study. 
3.2 Qualitative methodology 
Much of the research into aspects of leadership use quantitative methodology, 
usually by conducting survey questionnaires and analyzing the responses. Parry, 
Mumford, Bower and Watts (2014) note qualitative research is also appropriate for 
leadership research. Bryman (2012) suggests qualitative research emphasizes words 
rather than quantification. Citing Foster’s (1995) steps of qualitative research, 
Bryman (2012, pp. 384-387) outlines the common stages in qualitative studies: (1) 
development of general research questions; (2) identifying likely research sites, 
organizations, and participants; (3) collecting the data; (4) interpreting and analyzing 
the data; (5); refining the general research questions, and collecting further data, if 
necessary; and (6) writing and reporting the findings and conclusions that respond to 
the research questions.  
However, qualitative research can be suspect due concerns over the reliability and 
validly of the findings presented in studies using this methodology. Reliability is a 
concern about the consistency of measurement, and is closely related to replication 
(i.e. can others duplicate a study). Validity, in contrast, concerns the accuracy of 
measurement. It is possible to have a reliable and repeatable study, yet it fails to 
accurately explore the concept, events and behavior under investigation. Validity can 
have several forms, such as internal validly and external validity. Internal validity 
deals with the soundness of the conclusions made from analyzing the data. External 
validity relates to the justification of making generalizations outside the 
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circumstances of the study (Bryman 2012, pp. 46-49). Despite the reliability and 
validly concerns of qualitative research, Bryman (2012, pp. 388-398) notes are 
several ways for the qualitative researcher to deal with the concerns. Indeed, Parry et 
al. (2014) indicate how qualitative research studies in the field of leadership can 
overcome such concerns: applying objective or commonly understood concepts to 
events and behavior; ensuring the concepts have a theoretical basis; transparency in 
describing the research methods used; and consideration of alternative interpretations 
of the data.  
The research methods used in this thesis seek to employ these and other approaches 
to address the concerns of qualitative research. Lincoln and Guba (1985) question the 
research assumptions that are suspicious of qualitative research. They argue 
“conventional trustworthiness criteria” (internal and external validity, reliability and 
objectivity) are inconsistent with the many of the assumptions that underpin 
qualitative research (Lincoln & Guba 1985, pp. 42-43). According to Lincoln and 
Guba (1985, pp. 290-292) both internal and external validity are faced with several 
“threats”, and there is always a “trade-off” between internal validity and external 
validity. The greater the emphasis on internal validity, the less likely it is valid 
generalizations can be made because of dissimilarities between the setting of the 
study and other settings. They suggest the notion of credibility should substitute 
traditional internal validity (Lincoln & Guba 1985, p. 296). A qualitative research 
study becomes credible if has triangulation of data sources and/or methods, has 
gained an understanding of the “culture” of the research setting and participants, and 
is clear about what is being studied (Lincoln & Guba 1985, pp. 301-306). 
 
Lincoln and Guba (1985, pp. 112-119) are critical of the traditional notion of 
“generalization” of research conclusions. In particular, the context of a study is not 
static, and is subject to change from a variety of influences. Therefore, 
generalizations “decay” over time. They prefer a “naturalistic” notion of 
generalization, where the concept of “transferability” of research conclusions takes 
into account context. Transferability is possible if two different settings (contexts) 
are sufficiently congruent (Lincoln & Guba 1985, pp. 119-125). Transferability is not 
the same as external validity. The transfer of a study conclusion to a new context is 
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done someone other than the research investigator (e.g. a thesis reader), for they are 
knowledgeable about the new setting while the research investigator is not (Lincoln 
& Guba 1985, p. 316). 
 
In summary, the research study conducted for this thesis is not a purely naturalistic or 
constructivist approach discussed by Lincoln and Guba (1985). But nor is it the more 
traditional positivist approach (usually applied to quantitative research). In many 
ways, the thesis research blends elements of both research approaches in the way 
nominated by Lincoln Lynham and Guba (2011, p. 117). Hence, the features of 
research trustworthiness discussed by Lincoln and Guba (1985, p. 328 Table 11.2) 
better reflect the thesis research given the importance of the Kuwaiti context to the 
conduct of the study, analysis, and conclusions made.  
With regard to the issue of testing the data validity and reliability, the presentation of 
the findings in this study can be judged according to the extent that they meet four 
key criteria developed by Lincoln and Guba (1985, pp. 316-318): (1) credibility, 
referring to the apparent ‘truth’ of the findings; (2) transferability, referring to the 
applicability of the findings to other contexts; (3) dependability, referring to the 
consistency of the findings; and (4) confirmability referring to the extent to which the 
findings are reflective of the respondents’ true views, and not the researcher’s biases. 
These four criteria establish what Lincoln and Guba (1985, p. 290) refer to as the 
trustworthiness of the research study and suggest it is related to the essential tasked 
of the researcher to persuade the reader that the findings “are worth paying attention 
to, worth taking account of”. As such, Kornbluh (2015) asserts the four criteria of 
trustworthiness are important for the reader to identify when assessing the value of 
the research. As stated above, the positive impact of trustworthiness reflect on the 
conduct of the thesis research and given the importance of the Kuwaiti context to the 
overall analysis and conclusions made.  
The credibility of the research findings is the operationalization what Lincoln and 
Guba (1985, p. 294) refer to the as “truth value” of the research. It is described as a 
two-fold task in which the researcher actions to ensure all possible investigative 
processes in three KCOs for their Leaders knowledge and practices are implemented 
to enhance the probability that the research findings will be credible, and actions 
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explicit the credibility of the findings. Establishing credibility can be achieved using 
several methods related to different aspects of the research process. As Lincoln and 
Guba (1985, p. 301) explain, activities can be performed to enhance the credibility of 
the findings and interpretations (e.g. triangulation); the research findings (e.g. peer 
debriefing); and the accuracy of the findings and interpretation (e.g. member 
checking). In this research study, meeting the “credibility” criterion in establishing 
the overall trustworthiness of the data was accomplished via triangulation of sources. 
Triangulation was achieved by the three separate case studies and three separate data 
collection sources form each of the three stages of the study (organizational 
information, manager LDP participants, manager non-LDP participants,). 
 Triangulation in qualitative research is commonly defined as the use of more than 
one method to collect data or the analysis of more than one source of data (Creswell 
2012). The use of multiple methods or sources thus allows the researcher to search 
for and discuss the convergences and divergences to emerge in data sets collected via 
different methods, or in different data sources. In this sense, triangulation can be 
employed as a method to corroborate research findings and to test for validity, 
although this claim remains controversial among some researchers (Creswell 2012).  
Credibility is inextricably tied to dependability when establishing trustworthiness in 
qualitative research (Lincoln & Guba 1985). In turn, to demonstrate the 
dependability of the research investigation it is recommended that the qualitative 
researcher initiate an “audit” to examine the “process” and the “product” (i.e. 
findings / recommendations) of the research (Lincoln & Guba 1985, p. 317-318). An 
auditing process was conducted in this research through the researcher’s supervisors 
agreeing to audit the findings / recommendations provided.  
Confirmability is related to the extent to which the findings reported in the study are 
grounded in the data (Lincoln & Guba 1985, p. 323). Establishing confirmability can 
be undertaken using a range of methods including a confirmability audit, 
triangulation, and maintaining a reflexive journal (Lincoln & Guba 1985, pp. 318-
319). In accordance with the discuss above, the auditing process been approved by 
researcher’s supervisors, and the use of triangulation during the data analysis process 
also contributed to meeting the confirmability criterion in this research study.  
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Lastly, as stated above, “transferability” in the context of qualitative research 
trustworthiness refers to the applicability of the findings to other contexts rather than 
Kuwaiti organizations (i.e. organizations of the Arabian Gulf nations, and/or the 
Middle East). The burden of proof of such transferability lies with the researcher and 
can primarily be achieved by providing adequate empirical evidence; “sufficient 
descriptive data”, to support external judgments of contextual similarity (Lincoln & 
Guba 1985, p. 298). In turn, the transferability criterion is met in this study via the 
collection of rich and detailed descriptions from the KCOs participants of their 
leadership experiences using a consistent interview format. This design requirement 
strengthened the external validity of the study as it provided a platform for other 
researchers to identify points of transferability to other contexts (Johnson & 
Christensen 2016).  
This thesis uses qualitative methodology as it can better help researchers move 
beyond preconceived notions of what phenomena mean in a particular setting. An 
important stimulus for qualitative research in leadership studies is the growing 
interest in organizational symbolism and sense making. Leadership research has been 
dominated by a single kind of data gathering instrument like questionnaires. 
Nevertheless, qualitative studies of leadership are becoming more frequent (Bryman 
2004; Parry et al. 2014). Qualitative research in the field has proved valuable in 
certain areas to clarify what leadership means and how the phenomenon can be 
further investigated. This includes: (i) enhancing our understanding of the relevance 
of language for leadership; (ii) provide a greater depth of understanding to the way in 
which leaders and styles of leadership adapt to particular circumstances; (iii) giving 
insights into the relationship between the leaders and others; (iv) emphasizing the 
significance of the context and environment within which leadership operates 
(relatively neglected by quantitative researchers); and (v) discovering new forms of 
leadership (if not styles) such as Islamic leadership. As a result, qualitative research 
on leadership has enhanced the appreciation of leadership aspects that is difficult to 
analyze with quantitative investigations. 
To facilitate the delivery of meaningful research findings, the researcher begins by 
trying out different codes on the text. This helps to identify the salient patterns in the 
participants’ comments that give form to the main research findings to be reported 
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(Miles, Huberman & Saldana 2014). Miles et al. (2014) suggest that the “analytic 
tactic” (p. 145) process is not simply to ‘add up’ the judgments expressed by 
participants, but to note the themes as reflected in the convergences of ideas. To test 
the findings to emerge from the data set, the researcher then aims “to delineate the 
deep structure” (p. 162) of the thematic relationships and to integrate the data into an 
explanatory framework that responds to the main research question (Miles et al. 
2014).  
The validity of the data is thus summed up in the reader’s question as to whether the 
reported findings are “sufficiently authentic” that they can be trusted enough to 
permit a response to their implications (Lincoln, Lynham & Guba 2011, p. 120). 
Establishing the validity of the data is equated to establishing the rigor of the 
research and the legitimacy of the link made in the study between method and 
interpretation. 
Qualitative approaches help explore how organizational members (LDP manager 
participants and manager non-participants) understand and make sense of leadership 
in order to validate the academic explanations in local contexts (Kuwait). They can 
also help provide understanding of the underlying dynamics and meanings associated 
with constructs, such as how leaders behave and how they evolve. Moreover, 
qualitative researchers are likely to deal with each research setting as a unique case 
with the assumption that each case/organization has its own dynamic history and 
environment (Bartunek & Seo 2002). In addition, qualitative methods assist the 
researcher to compare the similarities and differences in patterns of among different 
cases/organizational outcomes, which may reveal important contextual factors that 
influenced perceptions of leadership, and even behavior. In short, qualitative 
approaches are the more appropriate methodology for this study, as it investigates 
leadership development investments by applying the case study method in three 
Kuwaiti commercial organizations. 
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3.3 Research design: case study 
A case study is defined by Creswell (2007, p. 73) as “a qualitative approach in which 
the investigator explores a bounded system (a case) or multiple bounded systems 
(cases) over time, through detailed, in-depth data collection involving multiple 
sources of information (e.g. observations, interviews, audiovisual material, and 
documents and reports), and reports a case description and case-based themes”. He 
also claimed that the case study is an appropriate method to apply when researchers 
seek to have an in-depth understanding of the cases or comparison of several cases. 
In addition, Salkind (2003, p. 212) defined case studies as “a method used to study 
an individual or an institution in a unique setting or situation in as intense and as 
detailed a manner as possible”. Similarly, Berg (2004, p. 251) argued that a case 
study method “involves systematically gathering enough information about a 
particular person, social setting, event, or group to permit the researcher to 
effectively understand how the subject operates or functions”. The case study method 
is common in qualitative research (Bryman 2012, pp. 68-69). 
Case studies offer rich, in-depth and detailed information potential. Of the different 
qualitative case studies types, the most suitable type for this study is the “collective 
case study” or multiple case studies. Silverman (2010, p. 139) defined a collective 
case study as “where a number of cases are studied in order to investigate some 
general phenomenon”. The phenomenon investigated by the thesis is the 
effectiveness of leadership development courses of Kuwait organizations. The 
research design of the thesis study is, therefore, a collective case study of three 
concurrent case studies of three KCOs. The collective case study allows for 
similarities and differences among the three KCOs to be identified in regards to the 
understandings of the concept of leadership of managers from each organization who 
have recently undertaken a LDP, and to compare and contrast these understandings 
with managers from the three KCOs who have not recently experienced a LDP event 
(Bryman 2012, pp. 72-75).  
Each of the organizational case studies had three stages:  
Stage 1 investigated each of the organization’s leadership development program. 
This mainly involved document analysis of the program curriculum and other 
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relevant material, and was supplemented with interviews of the senior training 
manager in each KCO (primary documents are listed in section 9.2). The extent to 
which any organization undertook evaluation of LDPs was also investigated in this 
stage. 
Stage 2 investigated the impact of the leadership training on participant managers. 
This involved interviews with the LDP participant managers. This group of research 
participants formed the “experimental group” of the study. The extent to which the 
LDP participants were aware of the method of LDP evaluation (revealed in Stage 1) 
was also investigated in this stage. 
Stage 3 investigated managers who had not recently (if ever) undertaken a LDP. This 
involved interviews with non-LDP participant managers. This group of research 
participants formed the “control group” of the study. These managers’ understanding 
of the concept of leadership and leadership behavior was compared and contrasted 
with those interviewed in Stage 2. 
The data collected for Stage 2 and Stage 3 was done by semi-structured interviews. 
The size of each experimental group was either three or four managers. The size of 
each control group was identical with the respective experimental group for two 
KCOs. In one organization, there was only a single member of the control group. The 
use of a qualitative methodology allowed for key concepts and ideas revealed in the 
interviews to inform coding, development of themes, and thematic analysis. The 
analysis of themes, as describe by Creswell (2007, pp. 35-41), is an analytical 
strategy used to identify issues within each case study and then look for common 
themes that transcend the cases being studied. Furthermore, it uses detailed 
procedures for analyzing multiple cases by providing a description of each case 
(organization) and themes within each case. However, in order to gain accurate data 
about the leadership phenomenon, “triangulation” was deemed to be the most 
suitable method for that purpose. Triangulation was achieved by the three separate 
case studies and three separate data collection sources from each of the three stages 
of the study (organizational information, manager LDP participants, manager non-
LDP participants,). 
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These multiple data sources help achieve triangulation, both within each separate 
organization and across the three case studies. Adami and Kiger (2005) argued that 
triangulation is used as a tool for confirmatory purposes to gain a holistic view of the 
phenomenon under study and to add to the investigator’s depth and breadth of 
understanding. Relevant also is Jonsen and Jehn’s (2009) claim that in order to 
increase the validity and reduce subjectivity in qualitative studies, triangulation 
methods are used to offset biases and to validate the findings. They are used to give 
the qualitative methodology higher credibility, increase the comprehensiveness of a 
study, attain a more complete understanding of the phenomenon under study, as well 
as increasing the researcher’s confidence in reporting the findings. Triangulation 
plays a major role in increasing the validity of the data analysis as well as reducing 
the level of subjectivity (Berg 2004, pp. 4-6; Bryman 2012, p. 392). 
3.4 The three case study organizations 
The unit of analysis of the thesis is the individual Kuwaiti organization (Bryman 
2012, pp. 68). The three organizations selected for the case studies meet specific 
criteria: (i) they are based in Kuwait; (ii) they are relatively large in size employing 
over 1,000 persons; (iii) they are engaged in commercial activity and not public 
sector or not-for-profit entities; and (iv) most importantly, the organization conducts 
leadership development training for its managers. Ownership structure was not a 
selection criterion. State-owned or partly state-owned organizations could be selected 
if the entity operated on a commercial for-profit basis. Hence all the case study 
organizations are called a Kuwaiti Commercial Organization in the thesis, 
abbreviated to “KCO”. Information about likely case study organizations was 
obtained from the Kuwait Chamber of Commerce and Industry. It was initially 
planned to have the three case studies from separate industries: energy; finance; and 
communication. However, this was not possible, so two of the KCOs are from a 
similar financial services industry.  
Moreover, one of the KCOs considered as an Islamic institution that follows Islamic 
rules and standards in their way of dealing with others and performing their overall 
activities. They represent part of the Kuwaiti cultural norms and standards in the 
business/ commercial environment. Therefore, this inclusion increased the need to 
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explore Islamic leadership in other KCOs, and validate the representativeness of a 
relatively small sample in the study. 
Importantly, however, the three organizations from which the participants were 
drawn operate within the same cultural context. This has implications for perceptions 
of the acceptability of the small sample size in this study. At the heart of the issue in 
qualitative research particularly is the extent to which the sample achieves 
representativeness (Saunders & Townsend 2016). In turn, a sample that reflects 
shared cultural values is cited as one way to enhance the overall ‘representativeness’ 
of the cohort.  
Moreover, this qualitative study undertook sampling for meaning related to the 
effectiveness of leadership development programs (LDPs) of Kuwait organizations, 
rather than sampling for the generalizability of the results. As Collins (2017) 
explains, sampling for meaning involves the selection of participants based on the 
aim to understand their naturalistic perceptions of the research issue; that is, it is 
sampling that privileges the “insider’s perspective”. In turn, the representativeness of 
a relatively small sample in such research can be bolstered when the interpretations 
of experience by the participants are embedded in, or make reference to, common 
cultural norms and standards (Collins 2017). 
The three case study organizations are: 
The Oil Company (“OilCo”); 
The Finance Company (“FinanceCo”); and 
The Bank (“BankCo”).  
The OilCo case study is reported in Chapter 4. The FinanceCo case study is reported 
in Chapter 5. And the BankCo case study is reported in Chapter 6. The findings from 
each case study organization are compared and contrasted in Chapter 7 of the thesis. 
3.5 Ethical considerations 
The Western Sydney University’s Human Research Ethics Committee (HREC) 
approved the study. The approval number is H10406. In gaining approval from the 
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HREC the author made certain research ethical undertakings. Firstly, no case study 
organization would be identified in the thesis. Secondly, no research participant who 
was interviewed would be identified in the thesis. And thirdly, consent to be involved 
in the study from both the case study organizations and each interviewee would be 
obtained before data collection. The relevant forms associated with these research 
ethics undertakings are reproduced at Appendix 1. Due to these “de-identification” 
commitments, a pseudonym or alias is given to each organization and each person 
interviewed. The alias applied for each case study organization reflects the nature of 
its commercial activities (OilCo, FinanceCo and BankCo). The alias given to each 
interviewee reflects either their duties in the KCOs (e.g. “Director of HRD”) or their 
membership of either the experimental or control group from each KCOs. Members 
of an experimental group are referred to as “Leaders”, and members of a control 
group are referred to as “Managers”. Each group member is then given an 
organizational alias and number. For example, OilCo Leader #2, FinanceCo Manager 
#3, and BankCo Leader #4. Finally, only the basic information about each 
organization and individual participant that allows for analysis and discussion is 
reported in the thesis to adhere to the author’s research ethics commitments. For 
instance, the gender of the interviewees is not reported, as this might allow for 
identification of the women who were interviewed (Berg 2004, pp. 64-67; Bryman 
2012, pp. 142-143). 
3.6 Sampling of participants 
In qualitative studies, the issue of how many research participants are necessary 
generates much debate. Saunders and Townsend (2016) note there is a spectrum of 
views on this issue, ranging from achieving saturation or data redundancy at one end 
to the pragmatic approach of what is possible given a study’s time and resources 
available at the other end. Baker and Edwards (2012, p. 6) mention institutional 
factors that influence the number of interviews, including human research ethics 
committee demands, and suggest such factors are important constraints for research 
investigators. Flick (2012, p. 27) highlights the accessibility and availability of 
potential interviewees as another constraint, “so that is sometimes difficult to think of 
more than ten interviews”. Bryman (2012, pp. 426-427) suggests studies with about 
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20 to 30 interviews are desirable, and cautions with fewer interviews there is a risk of 
making unsustainable inferences from the data.  
Saunders and Townsend (2016) indicate a balance between representativeness and 
data quality should be a goal, when depth of the information collected can counteract 
a limited breadth of participant responses. Guest, Bunce and Johnson (2006, p. 76) 
found that studies with a narrow research scope and homogenous participants can 
justify a smaller number of interviews: “If the goal is to describe a shared perception, 
belief, or behavior among a relatively homogeneous group, then a sample of twelve 
will likely be sufficient, as it was in our study”. Studies involving more 
heterogeneous participants would require a larger number of interviews.  
The main consideration in this study when determining the size of the study sample 
is the number at which rich and detailed information will be adequately presented in 
the data to answer the research question (Guest, Bunce, & Johnson 2006). In turn, 
while purposive sampling in some qualitative research can be undertaken inductively 
until ‘saturation’ occurs, researchers are more often required to predict and achieve a 
specific sample size when “data saturation” is most likely to occur (Guest et al. 2006, 
p 65). 
 In this study, a total of 19 managers across three KCOs were interviewed. The 
participants were allocated to either an “experimental group” (n = 11), managers who 
had recently completed a leadership development event, or to a “control group” (n = 
8), managers who had not recently (if ever) completed a LDP. This relatively small 
number of research participants is justified by the narrow scope of the thesis, the 
homogeneity of the interviewees, and the quality of the data the participants 
provided. While the number of managers from each of the KCOs who had recently 
completed a leadership development event equal 11, and is fewer than the 12 
nominated by Guest, Bunce and Johnson (2006), they concede a sample size of about 
six interviews can have been sufficient to enable development of meaningful themes 
and useful interpretations.  
Additionally, it is important to note that the KCO’s Directors of HRM – especially in 
FinanceCo – mentioned that the small training budget allows only small number of 
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people to participate in LDPs. Therefore, the “Leaders” from each KCO are a 
reasonable representation of a small number of persons from each KCO. 
 Moreover, institutional factors (time, resources and human ethics obligations) were a 
notable constraint on the number of interviews conducted for this thesis. Although 
the depth and quality of the data helps justify the number of interviews, it is 
acknowledged the small size of the experimental and control groups for each KCO is 
a limitation of the thesis. Malterud, Siersma and Guassora (2016, p. 1753) note a 
recognized principle for determining the appropriate number of interviews for a 
qualitative study is it “should be sufficiently large and varied to elucidate the aims of 
the study”. However, they argue this principle provides no guidance for research 
planning. To overcome this problem, they instead suggest qualitative research should 
focus on the concept “information power” supplied by interviewees, where the 
greater information power gained from interviews, the lower the number is needed, 
and vice versa (Malterud, Siersma & Guassora 2016, p. 1754).  
They also argue studies applying well established theoretical perspectives can 
generate adequate information power with fewer interviews than studies exploring 
emerging fields of knowledge if the information power of the small number of 
research participants “address and elucidate something crucial to theory” (Malterud, 
Siersma & Guassora 2016, p. 1755). As discussed in Chapter 2 of the thesis, there is 
more than a century of theoretical perspectives concerned with both the concept and 
practice of leadership, and a substantial – and growing – body of theoretical 
perspectives concerned with leader and leadership development. Answering the 
primary and secondary research questions of this thesis has the potential to add to the 
understandings of the concept of leadership and leadership practice, and how 
leadership development influences both of these in the under-researched Kuwaiti 
organizational context. 
 
Malterud, Siersma and Guassora (2016, p. 1759) conclude sample adequacy and data 
quality can be more important than the number of research participants if the 
information power of a sample is sufficient to meet the goals of the study. 
Consequently, it is asserted the combination of homogeneity of the experimental 
groups and the information power obtained from all 19 KCO manager interviews 
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was more than adequate to contribute new knowledge from the analysis, given the 
time and resource restrictions placed on the thesis researcher.  
 
The issue of the appropriate number of interviews is related to the concept of 
“representativeness”. Representative sampling is a contested idea for qualitative 
studies, in contrast to quantitative studies (Lincoln & Guba 1985). The positivist 
paradigm of research has representativeness as the basis for generalizations. The 
post-positivist paradigm of research questions this assumption because research 
populations are rarely homogenous. Rather than seeking representativeness, the goal 
is to have “contextual similarity” among the research participants (Lincoln & Guba 
1985, pp. 296-298).  
 
Guest, Bunce and Johnson (2006, p. 76) suggest if research participants are selected 
because they meet common criteria, their shared attitudes, behaviour and perceptions 
can yield a relatively homogeneous group. In the present study, the common 
selection criteria used was the managers were employed by a specific KCO. An 
additional criterion was then applied to allocate them to either the experimental or 
control group for each KCO. Therefore, the experimental group from each KCO had 
a “contextual similarity”. Given the relatively small number of managers from each 
KCO who had recent experience of LDP participation (see sections 4.7.1, 5.7.1 and 
6.7.1), it is possible to claim each KCO’s experimental group is representative of the 
LDP experience for the KCO. In contrast, each KCO’s control group is not claimed 
to be representative. Rather, their “contextual dissimilarity”, or heterogeneity, to the 
respective experimental group was used to assess the impact of LDP participation.  
 
Given the underlying research literature-based assumption of the thesis that 
leadership development has the potential to change a program participant’s 
knowledge, skill and behavior (e.g. Holton, Bates & Ruona 2000; Jarvis et al. 2013), 
the interviewees were selected to conform to the requirements of either an 
experimental or a control group for each of the KCOs. Hence, a purposive sampling 
approach was applied. Bryman (2012, pp. 418-424) describes purposive sampling as 
selecting cases because they meet specific criteria. While the selection of the KCO 
research participants involved some elements of chance, it was neither convenience 
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nor opportunity sampling. The participants needed particular criteria to be in the 
experimental group and different criteria to be in the control group. This approach 
could be classified as criteria sampling. This approached resulted in skewed, or 
unbalanced, group sizes in one KCO. 
3.6.1 Experimental group 
For a research participant to be in a KCO experimental group they needed to be a 
manager in the organization and to have undertaken the one of the KCO’s leadership 
development training programs in the previous three years prior to their interview. In 
total, 11 participants meet these criteria. In OilCo the experimental group size was 
four managers. In FinanceCo the experimental group size was three managers. In 
BankCo the experimental group size was also four managers. These persons tended 
to be senior managers. In the thesis members of the experimental groups are called 
“Leaders”.  
3.6.2 Control group 
An exclusionary criterion was applied for the control groups. For a research 
participant to be in a KCO control group they needed to also be a manager in the 
organization, yet not have undertaken the one of the KCO’s leadership development 
training programs in the previous three years prior to their interview. In total, eight 
(8) of the interviewees meet these criteria. For OilCo the control group size had only 
one manager. For FinanceCo the control group size had three managers. And for 
BankCo the control group size had four managers. Managers in the control groups 
tended to have less senior roles in the organization relative to the respective 
experimental group. In the thesis members of the control groups are called 
“Managers”. 
3.7 Data collection methods 
The process of identifying the KCOs for the thesis was outlined in section 3.4. The 
author corresponded with the senior human resources manager in each organization 
explaining the process of recruiting the research participants. This involved sending a 
text of an email message to the human resources manager, with a request this 
invitation to participate message be circulated to the managers in the organization. 
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When a manager replied directly to the author and indicated a willingness to 
contribute to the study, the author sent them a project information sheet and consent 
to participate form. If the manager still expressed a desire to participate in the study, 
an interview time and place was mutually agreed to between the author and the 
manager.  
3.7.1 Semi-structured interviews 
In qualitative research, three types of interviews can be conducted: structured; semi-
structured; and unstructured. Structured interviews are inflexible because they follow 
the same sequence of questions, do not allow for clarifying questions, and exclude 
the opportunity to explore unanticipated issues. Indeed, they are similar to an open-
ended survey questionnaire. Unstructured interviews are less formal, have no 
particular sequence to the questions asked, and can vary from one interview to 
another. This highly flexible style of interview is appropriate when the researcher has 
few assumptions about the topic being investigated. Semi-structured interviews have 
some of the flexibility of unstructured interviews by allowing for additional, 
clarifying, questions and varying the sequence of questions, yet the questions are pre-
determined, informed by past studies and theories, and designed to extract responses 
that can be systemically analyzed (Berg 2004, pp. 75-82; Bryman 2012, pp. 469-
472). Given the aims of the thesis, semi-structured interviews were conducted, as 
they are an effective means of gaining rich data from participants about their own 
experiences and perceptions of leadership and leadership development.  
3.7.2 Developing the interview questions 
The interview questions were developed to gather data that helps answer the research 
questions of the thesis. Three interviews were conducted with the senior training 
manager in each KCO. While the titles varied for each of these interviewees, in the 
thesis they are all called the Director of HRD, shortened to “Director of HRD”. 
There interviews were somewhat unstructured, as the goal was to gather information 
about the LDPs in each organization, how managers are chosen to undertake a 
specific program, the goals of the programs, and understand the extent that the LDPs 
are evaluated.  
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In contrast, the interview questions for members of the experimental groups and 
control groups were carefully planned. The interview questions were developed to 
(1) obtain responses about the individual participant’s understanding of leadership, 
leadership behavior, and leadership application, and (2) provoke responses from the 
members of the experimental groups about the training experience, the knowledge 
transfer process, and changes in behavior and organizational outcomes that could be 
attributed to their involvement in a LDP. 
Seventeen substantive questions were developed to be asked of both the experimental 
groups and control groups (see Appendix A2.1). These questions were accompanied 
by about another 15 probing or clarifying questions. The questions were informed by 
relevant academic literature (see Appendix A2.3). This set of questions sought to 
gather information about the research participant’s understanding of the concept of 
leadership (Orazi et al. 2014), understanding of how leadership can be practiced and 
styles of leadership (Dinh et al. 2014), understanding of what can influence 
leadership behavior (Kennedy et al. 2014), and understandings of the differences 
between leadership and management (Toor & Ofori 2008; McLean 2005; also see 
Tables 4.3 and 4.4 of the thesis). 
Over 20 substantive questions were developed to be asked of only members of the 
experimental groups (see Appendix A2.2). These questions were accompanied by 
about another 20 probing or clarifying questions. The experimental group-only 
questions concerned their participation in the respective LDPs. The questions were 
informed by relevant academic literature (see Appendix A2.4). For example, LDP 
participant understanding of why the organization conducts leadership development 
training, the relevance of the training to the participant’s work situation, and can the 
participant nominate the goals of the leadership training (Hannum, Martineau & 
Reinert 2007; Clarke 2012; Ahmad, Razzaq, Mustafa, Ahmad, Gessler & Spottle 
2013; van der Locht, van Dam & Chiaburu 2013), motivation to learn and the 
learning transfer process (Wen & Lin 2014), the opportunity to use the newly 
acquired knowledge and skills (Holton, Bates & Ruona 2000), and participants’ 
ability to identify any change in behavior and organizational outcomes as a result of 
leadership development training (Clarke 2012; Ahmad et al. 2013; Jarvis et al. 2013). 
As mentioned in section 2.2.1, while attitudes towards leadership and gender are 
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important factors to consider in the context of this thesis, there was only one question 
in relation to gender. Nevertheless, the responses to this question by all the 
interviewees produced data that was not anticipated from the review of the relevant 
academic literature. 
All the interviews conducted for the thesis included questions about the basic 
demographic details of the research participants: the KCO for which they work; work 
tenure in the KCO; prior work history before joining the KCO; age; gender; and 
formal education (i.e. university graduate, field of study; level of degree, and 
location of degree awarding university). These participant profile questions were 
asked before the substantive questions. The interview questions (questions to both 
Leaders and Managers), and (questions to Leaders only) shown in Appendix A2.1and 
A2.2. Followed by the “conceptual rationale tables” Table A2.3 and Table A2.4 for 
the interview questions tables in Appendix A2.1and A2.2. 
3.7.3 Conducting the interviews 
All the interviews were held at a time and place convenient for the participant, which 
was mostly during the day and at their workplace. This meant the sequence of 
interviews was not as systemic as was planned; holding all the interviews with 
participants from one case study organization and then hold the interviews with 
participants from a second case study organization, and lastly interviewing 
participants from the third KCO. Rather, interviews were held when a participant 
from any KCO indicated it was convenient to do so. The order of the questions asked 
did not always follow the sequence shown in Appendix 2. Instead, the questions were 
asked when the participant mentioned the topics or issues concerning particular 
questions, otherwise the flow and rhythm of the interview would have been 
disturbed. This practice is common with semi-structured interviews (Bryman 2012, 
pp. 472-479). 
The duration of the interviews varied, depending on purpose the interview. The 
interviews with the Director of HRD from each of the three KCOs were between 45 
and 60 minutes long, and were often interrupted by the Director dealing with work 
duties (such as telephone calls). The duration of the interviews with the members of 
the experimental groups was between 30-45 minutes each. The duration of the 
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interviews with the members of the control groups was shorter, usually about 20-30 
minutes long. Most the interviewees were Kuwaitis and two Directors had another 
Middle Eastern origin. With the exception of the Director of HRD interviews, all the 
interviews were a one-on-one semi-structured format, conducted in Kuwait City by 
the author of this thesis. Each interview was audio recorded using a digital device. 
All interviews were conducted in mid-to-late 2014. 
3.8 Handling and data analysis 
For reasons discussed below, handing the interview data and analyzing the interview 
transcripts was challenging. These complications were due to language and linguistic 
issues. Section 3.8.1 discusses the problems confronted by the author because 
English is not her first language and it was not the first language of the research 
participants either. Therefore, producing English language transcriptions of the 
interviews was difficult. Section 3.8.2 discusses the problems of analyzing interview 
data when various translations of Arabic speakers into the English language are 
possible. The approach adopted by the author was a process of “transliteration”. 
3.8.1 Translation and transcription 
A research project involving more than one language and one culture presents 
challenges to the research investigator. These challenges are found with cross-
language quantitative studies that necessitate translating a survey instrument from a 
source language to the participant language, as constructs or concepts can be 
expressed differently from one language to another. Im et al. (2016, p. 142) 
summarized this challenge: “a specific linguistic group has its own social and 
cultural factors that influence [their] reality”. Al-Amer, Ramjan, Glew, Darwish and 
Salamonson (2015) suggest cross-language quantitative research involves translation 
from one “professional” language to another. Maneesriwongul and Dixon (2004) 
note a range of techniques for translating quantitative research instruments (e.g. 
forward-only translation, forward-only translation with testing, back-translation, 
back-translation with monolingual test, back-translation with bilingual test, and back-
translation with both monolingual and bilingual test), and conclude there is no single 
perfect translation technique. Nevertheless, Cha, Kim and Erlen (2007) alert us to the 
problem of “vocabulary equivalence”, which occurs when there is no exact word 
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match of the original language in the target language. They suggest using a 
comparable word or a group of words that convey a similar meaning may solve the 
problem. In short, in cross-language quantitative studies the objective is to translate 
the actual meaning of an instrument’s scale from one context to another context. 
Cross-language qualitative research presents even more problems. These concerns 
are relevant for both the conduct of interviews and the translation of the interviews. 
Interview questions need to be conveyed in a way understood by the non-English 
speaking participants without losing their meaning. Conversely, interview data needs 
to be translated in a way the participants’ communicated meanings are understood by 
English speakers. Conversational-style interviews are problematic in producing 
transcripts when non-English slang and idioms are used. Hence direct translations 
into English can result in erroneous interview data. Esposito (2001) discussed these 
issues with focus group research, and highlighted the importance of portraying the 
“meaning” of the non-English speaking participant, otherwise their words (data) can 
be misunderstood. She argues the cultural context of the participant needs to be 
reconstructed into the semantics (appropriate vocabulary and syntax) of the English 
language for the translation to be comprehensible. This challenge is relevant for both 
spoken translation and producing transcripts: “[the] goal is to develop transcripts that 
are accurate, clear, and sound as natural as possible [while retaining] connotations 
and contextual meaning” (Esposito 2001, p. 571). Regmi, Naidoo and Pilkington 
(2010, p. 19) contend understanding or interpretation of meaning is fundamental in 
qualitative analysis. Yet, Al-Amer et al. (2015, p. 1152) argue the challenges of 
translation in cross-language qualitative research are rarely noted.  
Squires (2009) reviewed 40 cross-language qualitative studies, and concluded 
addressing “language barriers” is not straightforward. In the studies reviewed, she 
found language barriers were seldom mentioned as a limitation of the study. These 
barriers have two elements: one, the conduct of interviews; and two, the translation 
of the interviews. She notes two different approaches. First, achieving “conceptual 
equivalence” involves interpreting concepts mentioned by the interviewee rather than 
just a word-for-word translation. Cultural equivalence has been described as “an 
insolvable problem since almost any utterance in any language carries with it a set of 
assumptions, feelings, and values that the speaker may or may not be aware of but 
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that the field worker, as an outsider, usually is not” (Temple & Young 2004, p. 165). 
Second, achieving “narrative analysis” to capture experiences of interviewees. Both 
approaches “require the investigator to have high-level sociocultural competence and 
significant background knowledge about the country or place of study” (Squires 
2009, p. 280). Accordingly, methodological strengths are found when the person who 
conducted the interview is also the person who conducts the interview transcription 
(Squires, 2009, Table 2 and Table 3).  
Temple and Young (2004) argue who conducts the translation and produces a 
transcript can shape research outcomes. They likewise suggest advantages of having 
the interviewer also being the person who compiles the transcript, so long as they 
remain objective. The sequence of interview, transcription and analysis all done by 
the same person has virtue in contrast to each activity being done by different 
persons: “It may seem that researchers who can translate themselves are 
automatically best situated to do cross language data analysis” (Temple & Young 
2004, p. 167). Hence, this “researcher as translator” technique aids analysis: “The 
researcher can use the experience of translating to discuss points in the text where 
she has had to stop and think about meaning. Some researchers who also act as 
translators regard the discussion of the translation processes as a check to the validity 
of interpretations” (Temple & Young 2004, p. 168). 
Choi, Kushner, Mill and Lai (2012, p. 654) define translation – in the research 
context – as “the transfer of meaning” from one language to another. Agreeing with 
Temple and Young (2004) and Squires (2009), they find advantages of the researcher 
as translator method if the investigator “fully understands” the participant’s culture 
and not just language. Mere proficiency of a translator in a non-English language 
without cultural understanding has the risk of overlooking the meaning of metaphors, 
slang and popular idioms (Choi et al., 2012, p. 659). Put another way, the translator 
adds their own meaning to a transcript when several interpretations of the 
participant’s words are possible (Al-Amer et al. 2015, p. 1157). Appreciating not all 
concepts or constructs are shared among languages and cultures, they do however 
caution that the transfer of meaning needs to conform to English vocabulary, 
grammar and syntax so that the translation (transcript) “is comprehensible to anyone” 
(Choi et al. 2012, p. 654). 
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Regmi, Naidoo and Pilkington (2010) similarly note the importance “meaning” for 
cross-language and cross-culture qualitative research. They emphasize ideas of 
“semantic equivalence” and “content equivalence”. The first notion concerns similar 
meanings held by two languages or cultures, and the second notion concerns shared 
concepts among difference languages or cultures. They argue simple translation may 
not be adequate for either notion, and suggest instead the process of “transliteration” 
might be more appropriate. They define transliteration as “a process of replacing or 
complementing the words or meanings of one language with meanings of another as 
sometimes the exact equivalence or exact meaning might not exist” (Regmi, Naidoo 
& Pilkington 2010, p. 18). In simple terms, the process involves: verbatim (word-for-
word) transcription of interviews in the original language; followed by translation of 
the non-English transcription into English; followed by scrutiny and rechecking of 
the transcripts against the translated interpretation; and ending with a transcription 
that only includes the key themes or issues that emerge in this process of translation 
(Regmi, Naidoo & Pilkington, 2010 p. 20-21). Al-Amer et al. (2015, p. 1159) agree 
that transliteration is desirable in cross-cultural research rather than just verbatim 
translation, and also see merit of using translators acquainted with the culture and 
values of participants for this can assist with contextualization of interviewee 
narrations.  
Al-Amer, Ramjan, Gleww, Darwish & Salamonson (2016) discuss the translation 
concerns when research participants speak Arabic. They note different dialects are 
spoken in the Gulf States (including Kuwait) and Levantine counties (e.g. Lebanon). 
Arabic’s linguistic structure, its grammar, syntax and intonation, is different to 
English. For instance, unlike English there is no definitive grammatical way to 
convey the present tense from the past tense. As a result, the actual meaning of an 
Arabic speaking interviewee can be misinterpreted, and cannot be easily translated 
into English if the context of the spoken words is overlooked. Further, Arabic 
metaphors have cultural foundations, which can be nonsensical when directly 
translated into English (Al-Amer et al. 2016, pp. 153-154). For example, several of 
the interviewees in the present study explained their approach to leadership as 
“holding the stick in the middle”. When producing English transcriptions of these 
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interviews the wording was rephrased so that the meaning of the culturally founded 
remark was conveyed.     
The approach adopted in this thesis was informed by the academic literature 
discussed in this section. All the research participants had a Middle Eastern origin, 
with Arabic being their first language. The majority of both the Experimental and 
Control group participants were Kuwaitis. Each interview commenced in English. 
However, as English is not the first language of either the interviewer or any of the 
interviewees, all the interviews were partly – the extent varied – also conducted in 
Arabic. Each interview was audio recorded. The “researcher as translator” technique 
was followed.  
Given the English language challenges of the interviewees (for reasons mentioned 
above), and the occasional transition to Arabic, the spoken expression was not as 
precise as it might have been if English was the first language. This was not helped 
by the participants’ use of colloquial – conversational – English and Arabic from 
time to time. Consequently, the morphology, terminology, grammar, punctuation, 
rhythm, stress and intonation of the spoken interviews, and the translation from 
Arabic to English, created challenges when transcribing the interview data into 
English. This also generated challenges when analyzing the interview data. The 
objective was to convey the meaning of the experiences and perceptions of each 
interviewee rather than directly reporting the actual words spoken.  
These linguistic issues were managed in two ways. First, the initial transcripts were 
read several times by the author (in consultation my thesis supervisors) and any 
syntax irregularities were identified and corrected. Second, the revised transcripts 
were then considered in the context of the topic for each of the interview questions, 
and where necessary the audio recording of the interview was further consulted. This 
process resulted in additional minor changes made to the English transcripts so that 
the issue-specific information contained in the interviewee’s response was more 
apparent. The outcome of these procedures is reflected in the verbatim quotes 
reported in the thesis. The minor grammatical changes made to the transcripts were 
intended – as far as possible – to retain the “voice” of the interviewees. In sum, the 
emphasis was on producing interview transcriptions that convey the meaning of the 
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participants’ expressions rather than a simple translation of their words. This method 
is consistent Regmi, Naidoo and Pilkington’s (2010) concept of transliteration. 
3.8.2 Thematic data analysis 
The method of analyzing the interview data was connected with the process of 
transliteration. Thematic analysis was conducted manually (i.e. no computer software 
was used) following the procedure nominated by Braun and Clarke (2006): becoming 
familiar with the data when producing the transcripts; generating codes from the 
responses of each research participant to the interview questions; identifying 
preliminary themes by collating the codes; reviewing and revising the initial codes 
and developing a “thematic map”; and naming the final themes. 
The logic of the thematic analysis was to add meaning to the interview transcript 
data, extract concepts, and highlight the significance of the interviewees’ words in 
the respective contexts. Coding the interview data was a process of data reduction. 
The initial codes developed were grouped around similar activities, experiences, 
perceptions, and processes mentioned by the interviewees. The initial codes were 
refined as the interview data from second and third KCO was analyzed, and this 
processed helped limit the number of initial codes. The naming of the initial codes 
was descriptive of the relevant event, experience and perception. Then a process of 
second-level coding was done, which involved further reducing the number of 
(refined) initial codes by expanding the conceptual basis for each code and 
combining conceptually similar activities, experiences, perceptions, and processes 
into new codes.  
 
Next, “pattern coding” was conducted. This involved more data reduction by further 
widening the conceptual foundation for the common events, experiences and 
perceptions so that clear patterns were identifiable. Such patterns were a “thematic 
map” of the interview data. The naming of the pattern codes were less descriptive 
than the provisional codes, but more reflective of the relevant concept. The last step 
of data reduction was the process of identifying the themes. The number of 
provisional themes was reduced if there was an obvious overlap between the main 
ideas or concepts, and the revised theme was expanded to produce coherence and 
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consistency. Consulting the thesis research questions shaped establishing the final 
themes. The naming of each theme was consciously generic so the conceptual basis 
of the theme was inclusive as possible in order to accommodate the related pattern 
codes. A separate “theme content” that is more descriptive than the theme name was 
developed for each KCO research participant group. As all managers interviewed 
worked for only one of the three KCOs means they did always share the same 
attitudes, behaviour and perceptions. These different organizational contexts helped 
identify thematic variability across the three KCOs (Javadi & Zarea 2016; Miles & 
Huberman 2014). My PhD supervisors actively assisted with the coding and thematic 
analysis. An example of the thematic analysis process is shown in Table 3.1. 
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Table 3.1: Example of thematic analysis (coding and theme development), 
Experimental group responses to question #1 of Table A2.1. 
KCO 
 
Initial Codes Pattern Codes Theme Theme Content 
OilCo     
Leader #1 Leading, Guiding, Vision. Role model. Concept of 
leadership 
Building 
relationships 
with followers 
and influencing 
them. 
Leader #2 Leading, Follower 
diversity. 
Understanding 
followers. 
Leader #3 Leading, Communication, 
Follower diversity. 
Communication, 
Understanding 
followers. 
Leader #4 Communication, 
Relationships, Negotiations. 
 
Communication, 
Relationships. 
FinanceCo     
Leader #1 Leading, Supporting 
followers, Influencing 
followers. 
Relationships, 
Supporting 
followers. 
Concept of 
leadership 
People oriented. 
Leader #2 Influencing followers, 
Sharing decision making, 
Being fair. 
Relationships, 
Engaging followers. 
Leader #3 Motivating others, High 
follower engagement, 
Influencing followers. 
 
Motivation, 
Engaging followers. 
BankCo    . 
Leader #1 Communication, 
Motivation, Trust, 
Teamwork. 
Motivation, Trust. Concept of 
leadership 
People oriented 
and Motivation. 
Leader #2 Communication, 
Motivation,  
Educating followers, 
Teaching followers. 
Motivation, 
Teaching followers. 
Leader #3 Role model, Two-way 
communication, 
Relationship building. 
Relationships, 
Communication. 
Leader #4 Influencing followers, 
Visionary, 
Developing future leaders. 
Employee 
development, 
Vision. 
 
 
Thematic analysis was adopted because of its relative simplicity and flexibility, and 
its appropriateness for data analysis with qualitative research studies (Braun & 
Clarke 2006; Javadi & Zarea 2016). The themes identified were the patterns of 
responses for each of the Experimental and Control groups from the individual KCO 
case studies. The themes were informed by the research literature on the concepts 
and practices of leadership, and leadership development (see Chapter 2), rather than 
being inductively developed. Because of this, the analytical themes tend to be more 
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semantic and not generally latent. The themes reflect the unit of analysis of the 
thesis; the separate Kuwait organization. Hence no overall thematic analysis was 
attempted for the combined three KCOs. However, common themes were identified 
across the three KCOs and therefore the same theme names are used. This reflects 
the research aims and research questions of the thesis. The themes are reported in 
each of the case study chapters (Chapters 4, 5 and 6) and in Appendix 3. 
 
For each KCO, five (5) main leadership themes were developed: 
Concept of leadership – how the respective group understood the leadership idea; 
Concept of management – how the respective group understood the management 
idea; 
Way of practicing leadership – the values and behavior that shape the approach to 
leadership of each respective group; 
Leadership style – the characterization of leadership practice of each respective 
group; and 
Gender and leadership – how the respective group understood the role gender has in 
practicing leadership.  
The responses to the sole question on gender produced data that was unexpected. For 
this reason, the analysis justified a separate theme on the issue of gender and 
leadership. 
Explaining and justifying the themes uses the “power” and “proof” quote method 
suggest by Pratt (2009) for qualitative research (also see Halvorsen, Treuren & Kulik 
2015). The power quotes are the transcript extracts from a participant that best 
illustrate the theme, and are shown as block quotes. The proof quotes are shorter 
transcript extracts, which confirm or “bolster” the argument the power quote 
supports (Pratt 2009, p. 860). This method shows the analytical themes accurately 
reflect the interview data without the need for repetition and description (Javadi & 
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Zarea 2016, p. 38). This method also seeks to avoid the “pitfalls” of thematic 
analysis (Braun & Clarke 2006, pp. 94-95). 
3.9 Chapter conclusion and limitations of the study 
The thesis applies qualitative methodology with a collective case study of three 
KCOs. The unit of analysis is the organization. While many studies on leadership 
have been quantitative in approach, qualitative methods are regularly used because 
the survey method tends to discount the context of respondents (Parry et al. 2014). 
The context of each KCO is appreciated in the research design of the thesis by 
collecting data from multiple sources from each KCO. Organization information was 
obtained from the Director of HRD interviews and documents. Leadership 
information in each KCO was obtained by the interviews of the 19 managers. 
Information about the effectiveness of leadership training in each KCO was obtained 
by the interview questions asked of the eleven LDP participants. Separating the KCO 
managers into either the experimental or control group is a desirable method to 
assess the impact of investment in leadership development (Kirkpatrick 1998). These 
multiple data sources and the different types of information collected from the 
organization, the experimental group and the control group from each KCO achieve 
triangulation. Triangulation is also achieved by investigating three case study 
organizations. Triangulation plays a major role in increasing the validity of the 
thematic analysis and findings.  
Nevertheless, there are possible limitations of the research methods used and 
research design. Parrish (2015) employed a similar approach to this thesis, and the 
limitations of her study may also apply to the thesis. First, external validity of case 
study research can be questioned. Second, interview data is more subjective than 
survey data, even if recruitment of interviewees was based on criteria. Third, there 
was only 19 manager interviews conducted, so data saturation may not have been 
achieved (Baker & Edwards 2012). Fourth, analysis of the interview data was 
subjective. The transcription process of transliteration was the author’s interpretation 
of an interviewee’s meaning, which can be challenged. Development of the 
analytical themes was a subjective, for this involved the author coding the transcripts 
in relation to the characteristics of leadership, leadership styles and management 
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found in the academic literature. Lastly, while the author sought to be objective in 
the conduct of the research, subjectivity as a Kuwaiti is acknowledged. By being 
reflexive, the author recognized this possible limitation (Berg 2004, p. 154; Bryman 
2012, pp. 403-404). 
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CHAPTER 4 
THE OIL COMPANY (OILCO) 
4.1 Introduction 
This chapter is the first of the three KCO case studies, and analyzes leadership and 
leadership development in the Oil Company (OilCo). The analysis suggests the 
OilCo investment in leadership HRD produces positive outcomes, yet no specific 
leadership style could be detected. The chapter begins with a brief overview of 
OilCo, and then introduces its five research participants. The first main part of the 
chapter justifies the five analytical themes developed for OilCo by contrasting the 
interview data of the experimental group with the control group. Next, the chapter 
discusses Islamic leadership in OilCo. The final part of the chapter discusses 
leadership development in OilCo, and contrasts the information supplied by the 
organization with experiences and perceptions of OilCo’s LDP participants. 
4.2 OilCo overview 
 The information discussed in this section about OilCo was gathered from the 
company’s website (OilCo website), the interview with the OilCo Director of HRD, 
and relevant documents given to the author by OilCo’s training department. The 
creation of OilCo can be traced back to the middle of the twentieth century. The 
company’s primary goal is to explore, develop and produce hydrocarbons within the 
State of Kuwait, deliver on commitments to its stakeholders, operate in a safe and 
environmentally responsible manner, and (as a commercial organization) be “a 
highly profitable and performance driven company”. Its current activities include 
crude oil and natural gas exploration, on-shore and off-shore surveys, drilling of test 
wells, developing oil and gas production fields, and exporting these resources. The 
number of OilCo employees exceeded 9,000 by the end of the 2013/2014 fiscal year. 
OilCo tries to recruit highly skilled professionals from the Kuwaiti labor market. 
Consistent with the “Kuwaitization” policy, OilCo relies on competent Kuwaiti 
employees to manage its various operations without negatively effecting OilCo’s 
performance. 
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OilCo invests heavily in HRD, and encourages continuous learning in all areas of the 
organization. For example, it assists its employees to obtain postgraduate 
qualifications to enhance its scientific, technical and research activities. Its HRD 
investments are made at the operational, managerial and executive levels. It has a 
comprehensive training strategy, with objectives to develop the skills and 
competencies of its workforce, add value to its business activities, and create 
pathways for promotion and career progression. The HRD investment allowed for 
over 5,000 training courses to be conducted (held both in Kuwait and other 
locations), in which more than 25,000 OilCo employees have participated. For its 
more senior managers and executives, OilCo provides ongoing learning opportunities 
by collaborating with educational institutions with an international reputation for 
leadership development training. For example, during the 2014/2015 fiscal year (the 
period the data for this thesis research was collected) seven managers participated in 
a LDP conducted by, and held at, a North American institution. At the time the thesis 
data was gathered, a total of 19 OilCo managers had completed this particular LDP 
(see section 2.3 for a discussion of HRD providers used by Kuwait organizations).  
More recently, OilCo has started to change the focus of its leadership HRD 
investments. The new focus is on training specializing in the energy sector (oil and 
gas). Its plan is to develop an industry specific training center in cooperation with 
reputable education and training institutions. Some of the details of this initiative are 
contained in the OilCo document “Leadership Development Journey” (supplied to 
the author). At the time the thesis research was undertaken, the new oil and gas 
training center was yet to start operating. 
4.3 Introducing the research participants from OilCo 
Before the discussion turns to leadership concepts and practice, and leadership 
development in OilCo, a consideration of the individual characteristics, key 
demographics, age and job titles of the OilCo research participants are provided. 
Each participant has been given a pseudonym to protect their identity. Providing 
anonymity is necessary to meet ethical requirements but it also aimed to engender 
more meaningful responses during the interview process. The participants were 
divided into either the experimental or control group.  
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• The “experimental group” refers to the participants who had experienced LDP 
within the last three years, they are called “Leaders” (OilCo Leader #1, #2, #3 
and #4); and  
• The “control group” refers to the participants that have not experienced LDP 
within the last three years, they are called “Managers” (OilCo Manager #1). It is 
important to report that the main challenge was to find OilCo manager who had 
not participated in a LPD within the last three years. Thus the control group was 
only one manager (who just been promoted and not yet been involved in the 
LDPs).  
In selecting the sample of participants, a range of positions have been targeted within 
OilCo. Though as discussed in Chapter 3 (Methodology), the selection procedures 
was somewhat opportunistic. All five OilCo research participants were Kuwaitis. 
Three participants were aged between 41-50 years old, while one was over 50 years, 
and one was aged between 30-40 years old. These details are provided in Table 4.1.  
The interview questions were developed for the two types of research participants: 
the first set of questions were developed for both the “experimental group” 
(Leaders); and “control group” (Managers). These questions were designed to gauge 
the leaders and managers overall knowledge, understanding and perceptions of 
leadership concepts and leadership practice. The second set of questions was directed 
only to the “Experimental group” (Leaders) to assess their leadership development 
experience in OilCo generally, and to gauge the extent to which participation in the 
program(s) influences their behavior (see Appendix 2: Interview Questions). It is 
important to consider that the participants’ first language is Arabic, thus some 
interviews were conducted in Arabic, and others in English language. Thus the 
comments made by the participants been translated during transcription in to English 
language with the purpose of reflecting their meaning as much as possible. When 
direct quotes are shown in this chapter, the expression and syntax may have been 
modified to more accurately reflect the sense of the interviewee’s remarks. As 
discussed in the introduction to the chapter, this chapter contains two main parts. The 
first part concentrates on the concept and practice of leadership in OilCo, and the 
second part concentrates on leadership development in OilCo. 
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    Table 4.1: Participants’ personal and employment details at OilCo 
Identification  
Pseudonym 
 
Age Nationality Qualification Years of 
Experience 
Job Title 
OilCo  
Leader #1 
41-50  Kuwaiti MBA, Kuwait 
 
14 years in 
OilCo, 1 year 
as team leader  
Team Leader 
Training 
Competency, 
and 
Development 
Group 
OilCo  
Leader #2 
41-50  Kuwaiti Bachelor 
degree, Kuwait  
18 years in 
OilCo, 1 year 
as a manager 
Team Leader 
Financial 
System and 
control group 
 
OilCo 
Leader #3 
Over 50 Kuwaiti Bachelor 
degree, US  
More than 30 
in OilCo 
 
Team Leader 
Soil 
Remediation 
Projects 
OilCo 
Leader #4 
41-50 Kuwaiti Bachelor 
degree, Kuwait  
 
19 years in 
OilCo,  
2 years as a 
manager 
Team Leader  
(Insurance) 
 
 
OilCo 
Manager #1 
30-40  Kuwaiti Bachelor 
degree, Kuwait  
10 years in 
OilCo, 1 year 
as a Chief 
Admin Officer 
 
Chief Admin 
Officer  
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4.4 Leadership in OilCo 
After coding the interview data, five analytical themes were developed for both the 
experimental group and control group. The summary of these themes for both 
OilCo’s Leaders and Managers is presented in Table 4.2. The discussion in this 
section of the chapter provides evidence of how the five themes were developed, 
beginning with the Leaders, and then the sole OilCo Manager. 
   Table 4.2: OilCo Leaders’ and Managers’ interview responses - summary of 
themes 
Main Theme 
 
Leaders  Manager 
Concept of leadership Building relationships with 
followers and influencing them 
 
Directing and managing 
followers 
Concept of management 
 
Practicing management 
 
Manage and utilize authority 
 
Way of practicing leadership 
 
Emotional Intelligence Traditional managerial practice 
Leadership Style  Situational   
 
Traditional manager 
Gender and leadership 
 
Gender equality 
 
Gender equality 
 
4.4.1 Leadership and experimental group – personal perspectives 
The themes identified in Table 4.2 of conceptualizing leadership and management 
from the experimental group (Leaders) are now considered. 
Leadership and management concepts 
Research assessing leadership devotes effort differentiating leadership from 
management. As discussed in Chapter 2, the concept of leadership could refer to task 
or follower focused behavior. It is also about setting the vision, strategies, goals and 
priorities as well as motivating and inspiring people to attain them. In contrast, 
management is task focused by using formal power to attain goals and objectives. 
The overall feedback indicated that Leaders’ perceptions of leadership concentrates 
on communication and relationships with followers. They also mentioned a clear 
difference between being a leader, by focusing on inspiring skills, and being 
manager, by utilizing authority and performing daily work. Tables 4.3 and 4.4 
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present the main leadership characteristics and management characteristic discussed 
in Chapter 2.  
   Table 4.3: Leadership characteristics - summarized from the literature review  
Author 
 
Leadership Characteristics  
Armandi Oppedisano & Sherman  (2003) Influence 
Inspire 
Encourage initiative 
Instill commitment and engagement 
 
Horner (1997) 
 
Motivated 
Unleashing ability 
Communicate 
Develop behaviors 
 
Nilson and Pate (2008) 
 
Modify attitudes 
Inspire 
Satisfy the needs 
 
Schyns et al. ( 2011) 
 
Social awareness; empathy, service orientation 
Developing others 
Influence 
Improve performance 
 
Burnes and By (2012) 
 
Maintain and enhance organizational success 
Pauliene (2012) 
 
Encouraging followers 
Morhart, Herzog & Tomczak (2011)  Inspirational behaviors 
Understanding their followers need 
Clawson (1999) 
 
Inspirational behaviors 
Understanding their followers needs 
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Table 4.4: Management characteristics - summarized from the literature review  
Authors 
 
Managers Characteristics 
Marker (2010), Armandi Oppedisano & 
Sherman  (2003) 
Use the power and authority to direct employees 
 
Mclean (2005)   Planning, organizing, directing and controlling the 
activities of human resources to reach the objectives 
 
Toor (2011) Directing and inspiring, 
 
McLean (2005), Martin (2011) 
 
Manage and utilize authority 
 
Kotter (2005) Planning and budgeting (short -term focus) 
Organizing and staffing Control mechanisms 
(compare results to plan and make corrections)  
 
 
In order to gain insight into the Leaders’ understanding of leadership, the following 
question was asked: 
What is your understanding of the concept of leadership? 
OilCo Leader #1 remarked:  
Leadership is about influencing people, and communicating positively. 
Leadership is more about guiding people and pushing them towards their 
visions and inspiring them to flourish by leading themselves.  
OilCo Leader #2 focused on: 
Leadership is about using the effectiveness and efficiency skills in 
understanding the followers and satisfying their needs. They also modify 
their attitudes by applying the rewards for the good results and the penalty 
for the wrong actions.  
OilCo Leader #3 stated: 
Leadership is about using effective communication skills with the followers, 
understanding them and satisfying their needs. It is also about dealing with 
the followers as a human not machines to reach the targets. Also leadership 
involves the ability to minimize the drawbacks and increase the quality of 
the outcomes. 
 
Similar feedback was received from OilCo Leader #4: 
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The leadership depends ninety-nine percent on the communication skills 
with the followers. If you as a leader success in this relation; you will 
succeed in everything.  
The above responses indicated that OilCo Leaders had a contemporary knowledge of 
leadership consistent with the characteristics of leadership outlined in section 2.2 of 
Chapter 2 and Table 4.3: Specifically this included: influencing followers by creating 
effective communication (Armandi, Oppedisano & Sherman 2003; Horner 1997); 
understanding followers and satisfying their needs (Nielson & Pate 2008; Clawson 
1999); and, modifying followers’ attitudes and actions to attain organizational goals 
(Horner 1997; Nielson & Pate 2008).  
The following discussion assesses whether OilCo Leaders distinguished leadership 
from management. The comments indicated that OilCo’s Leaders identified 
leadership as being distinct from management. The following question was asked: 
Do you think there is a difference between being a “leader” and being a 
“manager”? 
OilCo Leader #1 answered: 
The manager deals with day-to-day activity. While the leader sets the vision 
and pushes people towards this vision. 
OilCo Leader #2 commented: 
The manager focuses on the daily managerial issues with limited 
organizational vision, while the leader has a strong vision that guides their 
action, as well as dealing with the managerial matters. 
OilCo Leader #3 presented similar feedback: 
The manager deals with specific managerial tasks to attain the 
organizational goals. While the leader deals with the followers by 
influencing them to attain these goals. 
OilCo Leader #4 agreed with the other Leaders: 
The leader can be a manager, but the manager cannot be a leader. The 
manager mainly focuses on performing the daily issues. While the leader 
focuses on performing the daily issues and building good communication 
with their followers.  
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The above comments indicate that OilCo Leaders had clearly different ideas between 
being a leader and a manager. Being a leader required more than management skills 
and attending to daily issues, priorities and functional objectives. Leadership requires 
sustaining effective communication with followers, influencing them to attain goals, 
and having a vision (see Table 4.3). In contrast a manager focuses mostly on holding 
formal power to reach organizational goals (see Table 4.4). These perceptions also 
shaped OilCo Leaders’ way of practicing leadership and their leadership styles. 
Way of practicing leadership and leadership style 
To assess the overall leadership knowledge of OilCo’s Leaders it is important to 
identify their way of practicing leadership and their own knowledge and reflections 
on practice and leadership style. These reflections will also provide some insight as 
to whether OilCo’s Leaders draw on emotional intelligence in their leadership 
practice, given the prominence of emotional intelligence in contemporary theorizing 
about leadership. In order to assess OilCo’s Leaders’ feedback around their way of 
practicing leadership, the following question was directed to OilCo’s Leaders: 
What is your understanding of the way leadership can be practiced? 
OilCo Leader #1 said: 
I believe that the communication skills and social skills in managing and 
leading people are very important especially to our organizational culture. 
However, I might be to blame for being too friendly with the followers, but 
I tried always to be patient and deal with different matters effectively. 
OilCo Leader#2 commented: 
My way of practicing leadership depends on practicing effective 
communication skills with the followers, and having a future vision in order 
to reach the best outcomes. 
 
 
Similar feedback was provided by OilCo Leader #3: 
I can describe my own style of leadership by treating every follower 
equally, but differentiating them on their basis of their skills and 
capabilities. My main interest is to communicate well, spread the comfort 
between followers and place the right person into the right task. 
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OilCo Leader #4 had a comparable response: 
Leadership should be practiced by being honest to yourself and others, as 
well as having a good communication with the upper and lower 
management levels.  
The Leaders’ perceptions of the way of practicing leadership reflect some of the 
emotional intelligence discussed noted in Chapter 2, primarily through their 
reflection on the importance of interpersonal relationships and empathetic dialogue 
with their teams. In the following section of this chapter leadership style is discussed. 
As Chapter 2 indicated, there are more than thirty leadership styles belonging to 
more than fifteen leadership theories in general. Concentrating on the more common 
leadership styles, Table 4.5 was developed in order to locate the main leadership 
styles and characteristics used in OilCo and the other KCO case study organizations.
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     Table 4.5: Common types of leadership styles and their characteristics 
Author Motivational 
Leadership 
Style 
Characteristics 
Charismatic 
Leadership 
Style 
Characteristics 
Transactional 
Leadership 
Style 
Characteristics 
Transformational 
Leadership Style 
Characteristics 
Situational 
Leadership 
Style 
Characteristics 
Armandi 
Oppedisano 
& Sherman 
(2003) 
Assist 
followers, 
Provide 
direction, 
Support 
needed 
Certain traits; 
Self-
confidence, 
Strong vision 
Environmental 
sensitivity 
Guide 
followers, 
 
Clarify 
role/task 
Satisfying needs, 
 
Excite, inspire 
and encourage  
followers 
Flexible to 
change their 
style as 
situations 
require 
Horner 
(1997) 
 
Motivated 
environment 
and 
Followers, 
Provide 
direction 
 
 Use the power 
for task 
completion 
Motivate, 
engaging, 
 supporting and 
encouraging 
followers, 
Satisfying needs, 
Cope with 
change 
Flexible to 
change their 
style/ behavior 
as situations 
require 
Nilson and 
Pate (2008) 
    Find the best 
way to lead 
across all 
situations 
Grant 
(2012) 
 
 
 
 Strong vision 
Referencing 
core value/ 
ideas 
 Inspirational 
behaviors, 
Express 
confidence and 
optimism 
Motivate 
followers 
Promote the 
well- being of 
followers 
 
Pauliene 
(2012) 
 
 
 
   Satisfying needs 
Use high 
motivation and 
morality skills, 
Optimal 
utilization of HR 
 
 
 
 
 
Morhart, 
Herzog & 
Tomczak 
(2011) 
Inspire, 
Create a sense 
of collective 
mission 
Acting as a 
role model 
Influence 
followers 
through 
compliance 
Influence 
followers 
through 
internalize 
 
Clawson 
(1999) 
 
 Led by virtue 
of strong inner 
  Flexible to 
change the 
style based on 
the situations 
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The following interview question was directed to OilCo’s Leaders  to identify their 
reflections on leadership style. The leadership style characteristics of Table 4.5 were 
used to discern whether r there was an alignment between the Leaders’ reflections 
and those styles identified as distinct ways of practice in the literature. 
How would you describe your own style of leadership?  
OilCo Leader #1 said: 
I have learned about different leadership styles, and I think I am a more 
visionary leader. However, I prefer to adopt or choose a new leadership 
style based on the situations. 
While OilCo Leader#2 commented: 
My leadership style depends on followers’ characteristics and behavior. 
OilCo Leader #2 did not mention directly for his or her leadership style. Yet, the 
answer included “depends on followers’ characteristics and behavior”, which could 
be related to the situational leadership characteristics outlined in Table 4.5.  
OilCo Leader #3 replied: 
The good leader can merge all of the leadership styles in facing the daily 
situations or matters. 
OilCo Leader #4 remarked: 
I heard about the leadership styles from the training courses, my own style 
of leadership depends on the situation itself. 
All four responses mentioned a direct connection with situational leadership. 
Situational leadership characteristics are presented in Table 4.5. Thus, the overall 
leadership style for  OilCo’s Leaders is situational. As OilCo Leader #1 mentioned “I 
think I am a more visionary leader”, a type of leadership that could be aligned to the 
profile of charismatic leadership profiled in Table 4.5. Assessing Leader #1’s style of 
leadership was clarified by the second part of the answer, “my own style of 
leadership depends on the situation itself”. For these reasons, the leadership style 
theme for OilCo’s Leaders was classified as situational. 
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Gender and Leadership  
The next theme discussed is gender and leadership. Gender could play a role in 
leadership perceptions in Arab cultures (section 2.2.1). As mentioned in Chapter 2, 
research suggests women can have different leadership styles and characteristics to 
men. For example, women embrace more interpersonal leadership styles, and emerge 
to some extent in the role of “social leader” or facilitator. Whereas men are more 
task-oriented, and more likely than women to use autocratic, or use direct controlling 
styles. Therefore, it could be expected organizations in Arab countries present 
obstacles to women looking to hold leadership positions due to cultural attitudes. 
Yet, the research also suggests feminine leadership is more suited to modern 
organizations. Accordingly, to gain an insight about gender and leadership, the 
following question was asked to OilCo’s Leaders:  
Do you think both man and woman can be a leader? 
OilCo Leader #1 answered: 
There is no different between being man or woman in a leadership positions. 
Women gain emotional intelligence and they can take the right action when 
needed, while men are more traditional worker with less emotions in dealing 
with different situations.  
OilCo Leader #2 commented: 
There is no difference between being male or female in leading any 
positions. 
A similar response was made by OilCo Leader #3: 
There is no difference between being man or woman in holding a leadership 
position 
OilCo Leader #4 likewise responded: 
There is no difference between being male or female leaders. However, the 
Arab culture could stand against women in holding the big positions. 
These answers reflect a different perspective on gender to that expected from leaders 
in an Arab culture. The overall responses noted there is no gender barrier to men’s 
and women’s ability to hold leadership positions. Nevertheless, some Arab cultural 
issues could play a negative role in this matter, as mentioned by OilCo Leader #4. 
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Further the question was only was directed to the issue of whether the Leaders had 
gendered views about leadership as a concept. The question did not explore whether 
women would face a range of institutional, social and cultural issue in attaining a 
leadership position or in their career progression. To sum up the Leaders’ perceptions 
in OilCo, they had informed, contemporary and enlightened views about leadership, 
which may have been shaped by LDP experiences. Differences between the OilCo 
experimental and control group (Manager) should reflect this 
4.4.2 Leadership and control group – personal perspectives 
As mentioned earlier, it is important to recall that the OilCo control group had only 
one member, thus the answers discussed next reflect very limited feedback or 
knowledge. Still, any differences between the experimental and control group may 
have explanatory value. 
Leadership and management concepts 
The sole OilCo Manager was asked the same questions as the Leaders. The first 
question that was asked was: 
What is your understanding of the concept of leadership? 
OilCo Manager #1 commented: 
Leadership is about directing, controlling, coaching and managing the 
followers towards organizational goals. 
This answer covers most of the management characteristics that are listed in Table 
4.4. The OilCo Manager’s perception of the difference between being a leader and a 
manager was explored by the following question: 
Do you think there is a difference between being a “leader” and being a 
“manager”? 
OilCo Manager #1 stated: 
There is no a big difference between being leader or manager, the difference 
only shown in their position. Leaders hold a big position, while the manager 
manages a small team. 
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That answer by OilCo Manager #1 reflected a limited knowledge of the difference 
between leadership and management relative to that provided by OilCo’s Leaders 
who highlighted clear differences in leadership and management.  
Way of practicing leadership and leadership style 
The following question was asked to OilCo’s Manager about the way of practicing 
leadership: 
What is your understanding of the way leadership can be practiced? 
OilCo Manager #1 responded: 
My Dad gave me his experience in leading people and I use it with my 
team. I treat my followers in a friendly way and like a big brother, as well as 
give them the authority and delegation to do their work. 
This answer seems to refer to an inherited understanding of leadership and a 
traditional managerial approach, but it could also provide an indirect reference to  the 
deployment of emotional intelligence. In some respects it is similar to OilCo’s 
Leaders’ way of practicing leadership. Yet, the answer does not provide detail on the 
ways in which the practice of leadership is different to the practice of management. 
Alternatively, the answer could also be referring to the way Kuwaitis and Muslims 
relate to each other (see sections 1.2 and 2.4). The next theme and response to the 
question about leadership style helps clarify the assessment. 
How would you describe your own style of leadership? 
OilCo Manager #1 mentioned: 
I can say that I am more traditional leader in my style of leadership.  
This answer implies a traditional managerial approach, with limited knowledge 
around different leadership styles and characteristics. As a result, this answer 
provides evidence for a clear difference in the leadership knowledge of the Manager 
to that of OilCo’s Leaders. 
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Gender and Leadership 
For reasons mentioned earlier, the control groups could have more traditional 
attitudes towards gender and leadership. In order to assess this, OilCo’s Manager was 
asked: 
Do you think both man and woman can be a leader? 
OilCo Manager #1 answered: 
There is no difference between being man or woman, it all depends on the 
person’s skills and abilities. 
This answer was surprising, given the Manager’s previous responses, as it indicates 
gender does not stand as a formative barrier in conceptualizing the ability of men and 
women to hold leadership positions. This remark is very similar to the answers of 
OilCo’s Leaders. 
4.4.3 Summary of leadership in OilCo 
The above discussions examined leadership in OilCo by showing how the analytical 
themes were developed. The answers indicated that OilCo Leaders have 
sophisticated perceptions and knowledge about leadership, in contrast to OilCo’s 
Manager. The Leaders’ responses on each theme reflect the main characteristics of 
leadership knowledge and practice shown in Tables 4.3 and 4.5. Their responses 
about leadership focused on building relationships with followers and influencing 
them to attain goals, while OilCo’s Manager concentrated on directing and managing 
followers. In regards to the understanding of management, OilCo’s Leaders had a 
clear difference between managing and leading people, whereas OilCo’s Manager 
reflected purely management knowledge for both concepts. As a way of practicing 
leadership, OilCo’s Leaders stressed applying emotional intelligence characteristics 
with their followers. The OilCo Manager did not show the same level of knowledge 
or understanding. OilCo’s Leaders identified situational leadership, and OilCo’s 
Manager highlighted a traditional managerial to leadership. However, in regards to 
the gender and leadership theme, both the Leaders and Manager shared gender 
equality attitudes for holding leadership positions. The above comments indicated a 
clear difference between the experimental and control groups’ perceptions of 
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leadership concepts and practice. These differences could be due to the up to date 
knowledge gathered from LDPs by OilCo’s Leaders. This assumption will be 
assessed in the leadership development sections of this chapter. These findings 
should be viewed with some caution, as the small size of the OilCo control group 
(only a single Manager) is a notable limitation on the conclusions that can be made. 
The next part of the chapter discusses Islamic leadership in OilCo. 
4.5 Islamic leadership in OilCo 
The literature review discussion in Chapter 2 indicated that Islamic leadership relates 
more to the ethical or moral leadership theories (e.g. authentic leadership theory and 
ethical leadership theory) presented in Dinh et al.’s (2014) “emerging theories” (see 
Table 2.2), but relates with less strength to the “neo-charismatic theories” (e.g. 
transformational leadership) presented in Table 2.1. This section of the chapter 
explores the leadership styles of OilCo’s Leaders in order to highlight any 
relationship – be they direct or indirect, strong, moderate or weak – with Islamic 
leadership. 
As Table 4.2 shows, OilCo’s Leaders denoted situational leadership as their preferred 
leadership style. This leadership style might not reflect any necessarily direct 
connection with the ethical and the authentic leadership styles derived from the 
literature, suggesting no strong relationship with Islamic leadership. While there is 
no abstract evidence situational leadership has any strong or direct relationship to the 
Islamic leadership, there could be an indirect relationship with the authentic and the 
ethical leadership styles (see Table 2.3). Situational leadership could reflect some 
attributes that match the ethical and authentic leadership styles and therefore these 
attributes can have a connection with Islamic leadership. Dinh et al. (2014) (see 
Table 2.1) have placed situational leadership in their contingency theories group, 
consequently its specific features differ to those of the transformational style. 
Situational leadership, as noted by Blanchard, Zigarmi, and Nelson (1993), 
Fernandez and Vecchio (1997), Thompson and Vecchio (2009), and Thompson and 
Glasø (2015), is based on the degree of interactions of a leader relationships, leader 
behavior and followers performing a certain task or function. They also claim 
followers are the most significant assets and they use their abilities (knowledge, 
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experience, and skill) as well as their confidence, commitment, and motivation for 
accomplishing a given task. Thus, as followers vary, so does the appropriate style of 
supervision. Arguably situational leadership is a collective pool of the overall 
attributes or features included in almost every other leadership style. This assumption 
could increase the likelihood of being an effective leader because it potentially 
contains numerous skills or attributes required to deal efficiently with almost every 
situation. It could also enable leaders to choose the best approach and leadership 
style based on the confronted situation and followers’ behavior (McCleskey 2014). 
In short, situational leadership is not a style per se, but a behavioral response, which 
applies a range of leadership styles.  
It is argued by McCleskey (2014) that situational leadership focuses on leaders’ 
behaviors as either task or people focused. Thus, it is clear that the situational leaders 
are flexible and select a particular leadership style appropriate for the confronted 
situation and followers’ behavior. Therefore, the relationship between situational 
leadership and Islamic leadership could range between strong to very week, and vary 
from one situation to another, as the leaders’ behavior focuses on being either task or 
people oriented.  
Accordingly, the relationship between situational leadership and Islamic leadership 
could be strong if the situational leader chose to be more people oriented and practice 
more ethical and moral skills or behavior in dealing with a particular situation and 
particular followers. As claimed by Galanou and Farrag (2015) in Chapter 2, Islamic 
leadership practices rely naturally on ethical business practices and spiritual attitudes. 
If a relational or people-focused style is adopted, these attributes or skills could align 
with Islamic leadership: being patient, kind, fair, honest and humble. This 
assumption all depends on the actual leadership style selected. 
However, to be more task oriented, leaders need to identify the roles for followers, 
give specific instructions, form organizational patterns, and create formal 
communication channels (McCleskey 2014). Thus, if the situational leader chooses 
to be more task oriented and presents more practical behaviors, like those of 
transactional leadership, a weaker relationship between situational leadership and 
Islamic leadership would be evident. Additionally, it is been argued by leadership 
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scholars (e.g. Bass 2008; Yukl & Mahsud 2010; Shin, Heath & Lee 2011) that the 
effective leader engages in a mix of task and relational behaviors. The level of 
maturity (both job and psychological development) of followers determines the 
appropriate leadership style and relates to previous education and training 
interventions (McCleskey 2014). Thus the situational leader can have a close or weak 
relationship with the Islamic leadership based on his or her selection of a leadership 
style that can vary with different responsibilities and level of maturity. 
4.6 Leadership in OilCo and Islamic leadership – Analysis 
To assess the extent to which the above abstract discussion applies to OilCo, this 
section of the chapter examines the relevant interview data from the four (4) Leaders 
in OilCo. The first part considers the Leaders’ understanding of the concept of 
leadership. The second part considers their individual leadership style. This analysis 
suggests their conceptualizations of leadership exhibit many of the attributes of 
Islamic leadership. However, the extent to which these are applied in practice is less 
clear, for none of OilCo’s Leaders nominated a preferred leadership style that 
directly conforms to the Islamic leadership attributes found in Table 2.3. This does 
not mean OilCo’s Leaders do not practice a type of leadership separated from Islamic 
leadership. Rather it means they did not disclose a preferred leadership style which 
can be directly related to Islamic leadership. Therefore, it is possible their practice of 
leadership contains aspects of ethical, authentic, or transformational leadership; if so 
there would be a relationship with Islamic leadership. 
The understanding of the concept of leadership offered by OilCo’s Leaders shows a 
contemporary knowledge of leadership. These conceptualizations also conform to the 
Islamic leadership attributes presented in Chapter 2 (see Table 2.3). OilCo Leader #1 
highlighted the importance of “communication skills … which [I] consider to be 
skills number one in the business environment”. Leader #1 also mentioned creating 
vision and “pushing the people towards this vision”, together with “leading by 
example”. This could match the Islamic attributes of sincerity and keeping promises 
(Ikhlas) and truthfulness (Sidq). OilCo Leader #2 highlighted the importance of 
engaging with followers: “I prefer to negotiate and discuss [issues] before taking any 
big decision”. This people-oriented idea of leadership was further expressed by the 
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need to “understand your followers”. This understanding could match the Islamic 
leadership attributes of being patient (Saber) and truthfulness (Sidq). Leader #2’s 
idea of leading by “effectiveness and efficiency skills” could align with Islamic 
leadership attributes of being conscious of self-improvement (Itqan), justice (Adl), 
and kindness and care while feeling the presence of God (Ihsan). OilCo Leader #3 
understands that successful leadership involves the ability “to minimize the 
drawbacks and increase the quality of the outcomes” could reflect the Islamic 
leadership attributes of being conscious of self-improvement (Itqan) and intention 
(Niyya). He or she also remarked that leadership is about “using effective 
communication skills with the followers”, which could reflect being patient (Saber), 
sincerity and keeping promises (Ikhlas), truthfulness (Sidq), justice (Adl). OilCo 
Leader #4 understood leadership as the way of interacting with followers: “the 
success of relationships depends ninety-nine percent on the communication [...] how 
you treat and negotiate with your employees [...] if you succeed in this you will 
succeed in everything”. This view is consistent with the Islamic leadership qualities 
of being patient (Saber), sincerity and keeping promises (Ikhlas), truthfulness (Sidq), 
justice (Adl), kindness and care while feeling the presence of God (Ihsan). 
The above quotes show that OilCo’s Leaders’ understanding of leadership differ 
from each other in the way they were expressed, but are similar in the overall 
meaning and reflect most of the Islamic leadership qualities. Leadership understood 
as a role model, as the process of understanding followers, and being people oriented 
have a positive reflection with the Islamic leadership attributes Saber, Ikhlas, Sidq, 
Adl, Ihsan, Taqwa and Niyya. This implies that OilCo’s Leaders’ understanding of 
the concept of leadership is influenced by Islamic leadership values. This conclusion 
supports the notion that Islamic leadership is not inconsistent with contemporary 
understandings of leadership discussed in Chapter 2. OilCo Leader #1 nominated that 
his or her leadership style tends to be visionary: “... my leadership style is more 
visionary [but I] prefer to adopt or choose a new one based on the situations...”. This 
preferred leadership style is clearly situational. As discussed earlier, the relationship 
between situational leadership and Islamic leadership can be strong, if the leader 
adopts a people-focused style. As mentioned in Chapter 2, according to AlSarhi et al. 
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(2014, p. 47) that Islamic leadership will invariably seek to encompass “the 
interaction between the leader, followers, and the situation”. 
While OilCo Leader #2 noted that there are many styles of leadership, his or her style 
depends on followers’ “characteristics and behavior”. Thus there is no specific style 
preferred by Leader #2. Situational leadership could describe this approach. 
Therefore, the relationship with Islamic leadership is not clear; though the people 
orientation of Leader #2 implies there can be a connection. OilCo Leader #3 likewise 
indicated circumstances shape their style: “My style of leadership is more situational 
[and] that depends on the daily situation or matters”. Leader #3 also remarked “A 
good leader [is] one who can merge all the leadership styles”. Hence, the leadership 
style of OilCo Leader #3 could contain features of Islamic leadership for reasons 
discussed earlier. OilCo Leader #4 also commented that their leadership style is 
situational: “... my own style of leadership depends on the situation itself...”. Thus, 
the relationship with the Islamic style is strong when he or she chooses ethical or 
authentic leadership styles in practicing leadership. Leader #4 did not elaborate if this 
was the case. 
From the above quotes, it is clear that the common leadership style practiced by 
OilCo’s Leaders is the situational style. Three of the four Leaders specifically 
mentioned their style of leadership is situational or depends on the particular 
situation. While OilCo Leader #2 said his or her style depends on follower’s 
characteristics, this does not exclude situational leadership. As the preferred 
leadership style of OilCo’s Leaders is situational, the relationship with the Islamic 
leadership is a matter of conjecture. If the type of leadership applied by OilCo’s 
Leaders involves elements of ethical, authentic, or transformational leadership, it 
suggests a relationship with Islamic leadership behavior. The following part of the 
chapter concentrates on leadership development in OilCo. 
4.7 Leadership development in OilCo 
As discussed in Chapter 2, Lawson (2008, p. 10) defines leadership development as 
“strategic investment in a structured process that provides individuals with the 
opportunities, training, and experiences to become effective leaders in the 
organization”. This definition contains a number of presumptions: leadership 
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knowledge, skills, and behaviors can be acquired through formal study and training; 
the study and training programs are planned; program participants have the 
opportunity to apply their newly acquired leadership knowledge, skills and 
behaviors; and all this is of benefit to the organization (McCauley 2008). The means 
to achieve these outcomes for any organization is not straightforward. Jarvis, 
McCririck and Simpson (2013) argue there can be frictions with the design and 
delivery of a LDP and methods used to assess the extent there is a benefit to the 
organization. They suggest there is often a simple “cause-effect” attitude, where 
LDPs inputs are credited with improved organizational outcomes (Jarvis, McCririck 
&Simpson  2013, p. 33). Nevertheless, Hayward and Voller (2010) found after 
reviewing numerous studies that there is substantial evidence that leadership 
development makes a positive impact, yet noted it remains beyond most 
organizations’ assessment capabilities to demonstrate a causal link between 
leadership development and organizational performance. The next section of this 
chapter provides an overview of HRD in OilCo. This overview is drawn from the  
interview with the HRD Director interview held in November 2014. This assessment 
profiles the rationale for OilCo’s investment in leadership HRD and OilCo’s 
approach to the evaluation of leadership development including the methods it relies 
upon. 
4.7.1 General discussion of leadership development in OilCo 
OilCo is considered one of the largest organizations of its type in the Middle East. 
Thus, LDPs are viewed as key to developing required skills and behaviors for senior 
managers. This investment in LDPs is completed with the expectation that LDPs will 
provide participants with contemporary leadership knowledge and assist them to 
adapt in an agile way to changeable business environments. OilCo’s assessment is 
that its commitment to the investment is reflected in the quality of the program 
providers it utilizes. These include Harvard University, Oxford University, MIT 
Sloan Management, Stanford University, AMA, INSEAD Business School, Center of 
Creative Leadership, London Business School, ESI Business School, and 
Management Center Europe (MCE). The HRD Director’s assessment is that the 
courses are an important part of the reward system for OilCo managers and 
contribute to their chances of promotion.  
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The assessment of which managers attend LDPs is completed on an annual basis by 
HRD department. The final determination of who attends LDPs is informed by the 
department’s assessment of twelve competencies which align to the leadership traits 
presented by Dinh et al. (2014) and canvassed in the established and emerging 
leadership theories discussed in Chapter 2. The competencies include: 
communication skills, interpersonal effectiveness, leading and developing people, 
openness to change, problem solving, strategic focus, team working and 
collaboration. Following assessment of the results,  the competency assessment are 
discussed with identified managers as a means of developing a more detailed profile 
of their precise needs and in order to identify a suitable training program, whether 
that program is internal or external to Kuwait. Additionally, OilCo provides a “24/7” 
coordinator for the participants to assure their overall satisfactions, and assist them 
through the duration of their participation in the LDP (HRD Director interview). 
In addition to OilCo’s internal assessment, some of the training providers set specific 
conditions and requirements for the nominees to assure their qualifications before 
participating in the LDPs. For example, one of the highly regarded training courses is 
that provided by Harvard University (Program for Leadership Development), a 
course that requires participants to reside in Boston over a six month period. The 
program’s conditions or requirements extend to education level, leadership 
experience, English language proficiency and results in an online knowledge 
assessment. The program’s main objectives were to gain the core competencies 
required to address greater cross-functional responsibilities and to acquire the 
advanced decision-making and implementation skills required in senior roles. 
Moreover, there was a special LDP, held in Korea, customized for selective OilCo’s 
Leaders based on their requirements and competencies. The next two sections of this 
chapter assess organizational and personal perspectives on the evaluation of LDPs. 
This discussion also canvasses the experience of OilCo’s Leaders in attending LDPs. 
4.7.2 Evaluation of leadership development – organizational perspectives 
As discussed in Chapter 2, it is important for the organization to evaluate their LDPs 
in order to assess the related benefits and drawbacks. Al-Athari and Zairi (2002, pp. 
242-243) report a majority of Kuwaiti private sector organizations surveyed 
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considered program evaluation was very important. OilCo’s Director of HRD  
likewise considered evaluation important. Moreover, Al-Athari and Zairi (2002, p. 
245) found the predominant evaluation model used was the Kirkpatrick model, 
though for about half the private sector organizations this model was used only to a 
“small extent”. There is evidence in the “Leadership Development Journey” 
document supplied by OilCo to the author in May 2014 that OilCo applied the 
Kirkpatrick model.  While the OilCo Director of HRD described how OilCo applies 
Level 1 evaluation to the LDPs, there was no mention of the other levels within the 
Kirkpatrick model. However, the overall feedback from the participants about their 
LDP experiences was positive: “The overall feedback from LDPs participants were 
positive, and they are highly satisfied with the overall outcomes it really affected 
their overall leadership skills and knowledge” (Director of HRD, OilCo). 
LDP Evaluation in OilCo - Kirkpatrick’s evaluation model 
Level 1: Reaction  
According to its HRD Director, OilCo uses a two-stage process for Level 1 
evaluation. During the program HRD department personnel ask participants if they 
are satisfied with the course including course materials. If the program is conducted 
off-shore, HRD coordinators contact participants “to ensure their safety and comfort 
and to check that everything is moving smoothly”, and HRD department personnel 
“are available to them 24/7” if a participant needs to communicate any concerns 
about the program. At the conclusion of the program each participant completes a 
“Training Competency Survey” to evaluate their overall experience, program 
outcomes, and program quality. The internal OilCo “Leadership Development 
Journey” document describes this process as post-program feedback and quality 
control. This information is then used to update the profile and leadership 
development history of each participant so they can “be provided with other training 
courses that reflect their needs and fill the gap in their competencies”. 
Level 2: Learning 
The interview with the HRD Director of OilCo did not reveal a process that could be 
categorized as the Kirkpatrick model Level 2 evaluation. However, the “Leadership 
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Development Journey” document does describe just such a process to evaluate any 
“increase in knowledge before and after the program”. Information is gathered by 
methods including “learning logs” and “peer and manager conversations”. 
Level 3: Behavior 
The interview with the HRD Director of OilCo did not reveal a process that could be 
categorized as Level 3 evaluation, though the “Leadership Development Journey” 
document does. It describes a process to evaluate “the extent to which learning is 
applied in the workplace.” The methods nominated include 360-degree feedback” 
and the normal HRD activity of “personnel reviews … but timed and tracked to be 
pre- and post- program”. 
Level 4: Results 
The interview with the HRD Director of OilCo did not reveal a process that could be 
categorized as Level 4 evaluation, though the “Leadership Development Journey” 
document does. It describes a process to achieve organizational impact through 
focusing on the collective learning of the leaders as a group, and developing their 
capabilities in support of the shared objectives. The key is to guarantee that all 
learning achieved during the program is relevant. 
From the above comments, OilCo’s Director of HDR did not specifically nominate 
the Kirkpatrick model as the method of program evaluation used. However, there is 
strong evidence from sources other than the interview with the Director of HRD that 
the Kirkpatrick model is used in “Leadership Development Journey” document. The 
next section of this chapter will assess the LDPs participants’ experiences, and if 
they involved in any evaluation techniques after attending these courses.   
4.7.3 Evaluation of leadership development – personal perspectives 
As mentioned above, Al-Athari and Zairi (2002, p. 245) found the predominant 
evaluation model used was the Kirkpatrick model though for about half the private 
sector organizations this model was used only to a “small extent”. The next sections 
of this chapter will evaluate the Leader’s overall experience in LDPs, and their 
evaluation experience. This done to validate challenges in organizational 
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perspectives, and Al-Athari ‘s and Zairi’s findings about KCOs’ underdeveloped 
evaluation experience. 
Main experience in the leadership development programs 
Leadership scholars argued about the differences between leader development and 
leadership development. Orazi et al. (2014) assesses that leadership development 
focus on enhancing leaders’ interpersonal skills, knowledge and capabilities that will 
enhance leaders’ overall performance. It also includes a focus on creating quality 
interpersonal networks that enhance overall organizational performance. In order to 
gain quality interpersonal networks that reflects positively on the leadership 
development and organizational performance, the organization should concentrate on 
their leaders’ interpersonal skills and knowledge by provide them with the quality 
leadership programs that works as enhancing tool to their skills and overall 
knowledge. In order to assess OilCo’s Leaders’ experience in the LDPs the following 
question was asked:  
Would you describe your participation in the [named] HRD program as being useful 
for you personally?  
OilCo Leader #1 had an experience by participating in the LDPs noting: 
My experience in (HBS) was a life changing experience. I spent six months 
between Kuwait and USA, and six weeks in the Campus. The whole 
experience was totally different than normal courses. It concentrated on the 
practical way of training our skills, by putting us under real pressure and 
great stress to reshape our skills and performance. 
OilCo Leader #2 pointed out: 
I can say that the LDP really affects my own knowledge, that provided by 
(AMA). There were only three participants from OilCo. It was a very 
powerful course, and I said to myself that if I can apply at least twenty per 
cent of the course objectives I will reach my target. 
A similar experience was reported by OilCo Leader #3: 
The effective training course was (Team Building) asked us to build our 
team in reality, using our skills and capabilities and away from our 
favoritism. It is really affected me especially in my way of practicing 
leadership. 
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Similar feedback was offered by OilCo Leader #4:  
The LDP I participated with provided me with the effective knowledge that 
is still in my mind till today. They reshaped my experience with the new 
terminology, and I still return back to their documents in every chance. 
The above feedback points to a considerable shift in OilCo’s Leaders’ knowledge 
and self- efficacy based on their participation in LDPs. The question that was asked 
of the OilCo’s Leaders to assess if they noticed any shift in their leadership 
knowledge after attended LDPs was: 
Would you describe your participation in HRD program as being useful for your 
team/department/unit? 
The overall feedback indicated that LDPs were pivotal to reshaping OilCo Leaders’ 
knowledge and skills. 
OilCo Leader #1 commented: 
The overall experience in LDP was really effective. I have launched a new 
program in my department based on my experience in that course. They 
have really reshaped my knowledge. 
 
Similar positive feedback was presented by OilCo Leader #2: 
I can say that the LDP really affected my overall performance; even my 
followers, colleagues and family noticed the positive change. I have become 
tidier and deal better with the daily issues and different circumstances as a 
manager. Also I have applied what I think is useful to the situation, and I 
can say that these courses really help me to enhance my skills and 
knowledge. 
Another effective experience was noted by OilCo Leader #3: 
My leadership skills and knowledge have developed since I have 
participated in the LDP. It gave me a great chance to develop my overall 
performance as a leader, and enhance my good behavior as well as 
correcting the wrong one. Most of these programs stay till today in my mind 
and it works as the best experience. 
 
 
OilCo Leader #4 remarked: 
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The LDPs gave us a chance to be an effective leader. It enhances our 
experience and gives us a chance to meet more people with different 
knowledge and skills. 
The above comments revealed that OilCo’s Leaders had a valuable experience at a 
personal and practical level by participating in a LDP. This experiences work to 
exercise a notable shift in Leaders’ skills, performance and behavior. Moreover, 
some of these experiences were expressed as a “life changing experience”. The next 
section of this chapter explores OilCo’s Leaders’ perceptions of the Kirkpatrick 
model used for LDP evaluation. 
Kirkpatrick evaluation model 
The following questions were directed to OilCo’s Leaders to examine their 
evaluation experience after attended LDPs. 
Thinking about OilCo Higher Flyers Program, was the HRD program evaluated in 
any way :(1) you personally completed a “post course” survey immediately after it 
finished? (2) You personally completed a “knowledge or skills use” survey more 
than 30 days after it finished? (3) any other method you are aware of?  
OilCo Leader #1 pointed out: 
The evaluation happened after each week of the program to evaluate the 
overall outcomes and experience. Moreover, my peers’ and top managers’ 
feedback on my behavior, works as an effective evaluation method that gave 
me a great chance to enhance my overall skills and knowledge. 
OilCo Leader #2 said: 
After the LDP we did the “smiley sheet” based on the course content, tutor, 
materials, handout, etc. There is no other evaluation done to assess the 
gained knowledge after that. 
OilCo Leader #3 noted: 
After every program we did only the smiley evaluation sheet for the overall 
program. Nothing more than that used as an evaluation technique. However, 
after selective training programs our upper supervisor asked us to share our 
knowledge with them in a friendly meeting. Also, in our organization we 
use different evaluation techniques than that used in other Kuwaiti 
organizations, by using a specific yearly evaluation form to every employee 
and have the chance to negotiate their performance with them. 
OilCo Leader #4 answered: 
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After every course they gave us the evaluation form (instructor, tutor, 
materials, etc.) with the chance to write what are the benefits from this 
course. In my experience there is no other evaluation taken after this course. 
It will be too difficult to be applied in OilCo, because the managers are too 
busy to do any extra work. 
The overall comments suggest that OilCo’s Leaders had limited experience with 
direct evaluation techniques. This experience concentrated on simply evaluating the 
LDPs’ contents and overall outcomes. OilCo Leader #3 noted “after every program 
we did only the smiley evaluation sheet for the overall program”. OilCo Leader #4 
said “there is no other evaluation taken after this course”. From this feedback, it 
could be concluded that only Level 1 (Reaction) is deployed. However, there is 
indirect evidence of Level 2 (Learning), namely of evaluating knowledge transfer 
similar to that described in the “Leadership Development Journey” document. OilCo 
Leader #3 commented: “After selective training programs our upper supervisor asks 
us to share our knowledge with them at a friendly meeting”. The interview with 
OilCo Leader #1 also disclosed a method of Level 3 evaluation (Behavior), similar to 
that described in the “Leadership Development Journey” document, with Leader #1 
noting that changes in leadership behavior are identified via “my peers” and 
managers ”feedback”. Moreover, Leader #3 nominated a process similar to that 
described in the “Leadership Development Journey” document: “In our organization 
we use different evaluation techniques [to that used in other Kuwaiti organizations] 
by using a specific yearly evaluation”. None of the OilCo’s Leaders mentioned Level 
4 evaluation (Results), yet self- efficacy could be an alternative way to gauge 
organizational outcomes with Level 4-type evaluation. For instance: 
OilCo Leader #1 noted: 
The whole approach from [named program] was totally different […] by 
putting us under real pressures as well as great stress to reshape your skills 
and performance. [They] provided the real solutions [to challenges] that 
have been already used in other organizations. 
OilCo Leader #2 mentioned: 
I can say that it [named program] really affected my personality and the way 
of dealing with others [both] inside and outside our organization. 
OilCo Leader #3 commented: 
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My leadership skills have developed since I have participated to the 
leadership development training course [...] it reshaped my whole skills and 
leadership knowledge, and gave me a great chance to develop my overall 
performance as a leader [by] enhancing my [already] good behavior as well 
as correcting my weaknesses [...] Most of the programs [I have participated 
with] stay [even] till today in my mind and I use [the knowledge and skills 
learned] as I need it. 
Leader #4 noted:  
The knowledge [gained from the named program] remains in my mind till 
today, [and] shapes my experience […] and assists me in facing many 
challenges.   
The next discussion compares the overall feedback about evaluation of leadership 
development in OilCo from organizational and personal perspectives. 
4.7.4 Summary of evaluation of leadership development in OilCo 
This section of the chapter compares and contrasts the organizational and personal 
perspectives about the evaluation of leadership development in OilCo. This 
discussion highlights any similarities and differences between these perspectives. As 
discussed above, the main goal behind implementing any evaluation techniques such 
as Kirkpatrick’s evaluation model, is to assess the LDPs’ benefits and drawbacks.  
The HRD Director’s summation was that the Kirkpatrick evaluation model is applied 
only for Level 1 (Results). OilCo’s Leaders also identified Level 1 evaluation 
through their reference to the completion of an “evaluation form” or “smiley 
evaluation sheet” after LDPs.  
The interview with the HRD Director of OilCo did not reveal a process that could be 
categorized as the Kirkpatrick model Level 2 evaluation. However, the “Leadership 
Development Journey” document does describe just such a process to evaluate any 
“increase in knowledge before and after the program”. In assessing the Leaders’ 
perspectives about Level 2 evaluation, it was evident that only one Leader from 
OilCo made reference to a process of evaluating knowledge transfer similar to that 
described in the “Leadership Development Journey” document. Furthermore, Level 3 
evaluation was not mentioned in the interview with the HRD Director, though the 
“Leadership Development Journey” document does cite this level of evaluation. 
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However, OilCo Leader #1 disclosed a method of Level 3 evaluation similar to that 
described in the “Leadership Development Journey” document. Moreover, as Level 4 
evaluations is hard to apply, self-efficacy works as alternative way to gauge 
organizational outcomes with Level 4 evaluation. The comparison between the 
perspectives of the HRD Director and OilCo’s Leaders suggests that OilCo applied 
Level 1 evaluation for the LDPs, and to some extent applied Level 2 and Level 3 
evaluation. While the “Leadership Development Journey” documents suggest the 
application of all four levels of evaluation, this was not directly evident for OilCo’s 
Leaders’ perceptions. 
4.8 Findings – leadership and leadership development in OilCo 
The analysis of the interview and other data from OilCo produces some noteworthy 
conclusions. The five analytical themes developed for OilCo show a clear difference 
in the conceptualization of leadership between the four Leaders and the single 
Manager, and understandings of the way leadership can be, and is, practiced. These 
differences in knowledge and behavior could be due to the Leaders’ LDP 
experiences. The last part of the chapter confirmed this, as all four OilCo Leaders 
commented on how participating a LDP increases their leadership knowledge and 
influences their behavior in a beneficial way. Indeed, characteristics related to 
emotional intelligence were found in the ways the Leaders practice leadership. The 
generalized style of leadership of the four Leaders was assessed as being situational, 
partly due to their comments using this label, and partly due to the features of their 
behavior they described. When applying situational leadership, it seems the Leaders 
focus on communication and follower relationship building, and not the task focused 
notion of situational leadership. Hence, it was argued direct connections between 
mainstream leadership and Islamic leadership approaches could be found. 
Alternatively, no inconsistency between Islamic leadership and non-Islamic was 
detected. The attitude towards gender and leadership of the five OilCo managers 
interviewed showed gender equality views. This finding (and certainly from OilCo’s 
Manager) was somewhat unexpected given the Arabic culture in Kuwait.  
The last part of the chapter explored leadership development. Clear evidence was 
found LDPs produce increased knowledge and improved leadership behavior for the 
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four OilCo Leaders. The extent to which OilCo has an effective way of evaluating its 
investment in LDP was unclear, as the Director of HRD failed to explain a 
comprehensive method. Furthermore, the Leaders showed limited familiarity with 
any process outside the Kirkpatrick model’s Level 1 evaluation. This does not 
necessarily mean they are not done, it only suggests the Leaders could not identify 
the process directly. However, there was some evidence this was done either 
informally or in a way integrated with OilCo’s HRM functions and activities.  
4.9 Chapter conclusion 
This chapter has shown that OilCo makes considerable investments in leadership 
development, and uses a number of reputable LDP providers. Despite the cost of this 
investment, the analysis revealed it is successful in improving the leadership 
knowledge and leadership behavior of its LDP participants. No directly obvious 
leadership style was found to be practiced in OilCo, though the style seems to have a 
follower focus. Given the characteristics of the OilCo organization, these results may 
not be evident in other Kuwaiti commercial organizations, or the small size of the 
control group skewed the analysis, or both. The next two chapters, Chapter 5 and 
Chapter 6, examine the distinctiveness of leadership and leadership development in 
OilCo by looking at two KCOs in a different industry (finance and banking). Chapter 
5 discusses the FinanceCo case study organization. 
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CHAPTER 5 
THE FINANCE COMPANY (FINANCECO) 
5.1 Introduction  
This chapter is the second of the three KCO case studies, and analyzes leadership and 
leadership development in the Finance Company (FinanceCo). Similar to the 
findings of Chapter 4, the analysis indicates leadership HRD investments by 
FinanceCo have beneficial consequences. Again no specific leadership style could be 
detected, though characteristics common to authentic and/or ethical leadership were 
found. As with the structure of Chapter 4, this chapter begins with a brief overview 
of FinanceCo, and then introduces its six research participants. The first part of the 
chapter justifies the five analytical themes developed for FinanceCo by comparing 
the experimental group responses with the control group answers to the first set of 
interview questions. This is followed by a discussion of Islamic leadership in 
FinanceCo. The last part of the chapter discusses leadership development in 
FinanceCo, by contrasting the information supplied by the organization with 
experiences and perceptions of its LDP participants. 
5.2 FinanceCo overview 
FinanceCo is an unusual financial organization, as it has pioneered financial and 
banking services based on Islamic principles or Shari’a compliant banking. Islamic 
banking refers to a system of banking that is compliant with the religious law called 
Shari’a, and is guided by the Islamic principles of an integral and just society. The 
cornerstone of Islamic banking and finance is transparency and honest dealings that 
ensure mutual benefits for both the company and customers. In addition to corporate 
and retail financial and banking services, FinanceCo also has business areas in 
property and other aspects of trade and commerce. FinanceCo seeks to be a trusted, 
sustainable, and profitable Shari’a compliant organization. It provides services in 
Kuwait and other Arabian Gulf nations, and also Turkey, Malaysia, and even 
Australia. It employs several thousand workers, with many called “relationship 
managers”. These managers have internationally recognized financial qualifications 
and/or accreditation. The Islamic values of trust, integrity and sincerity are adhered 
to in all aspects of the company’s operations. This is shown by longstanding 
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customer relationships across multiple family generations that have been nurtured 
over the years.  
The interview with the Director of HRD from FinanceCo revealed it has training 
programs “for every career path”. A human resources information system is used 
specifically for leadership development in order to provide senior managers with the 
appropriate development opportunities of “international standard” every year, where 
they can select a program from a range of options after considering the relevant 
details – location, duration, objectives and course description. While FinanceCo 
makes considerable investments in HRD, the Director commented the company 
would like to offer leadership development opportunities to all its managers, as it can 
see the benefits provided by these courses. However, the training budget does not 
allow this to occur. Hence, only about “four percent” of its managers participate in 
formal leadership development each year (Director of HRD, FinanceCo). 
5.3 Introducing the research participants from FinanceCo 
As with the other KCO case study organizations, the FinanceCo research participants 
were allocated to either the experimental group or the control group. Unlike OilCo, 
the FinanceCo groups were balanced in size (three managers in each). Again, the 
group members were given a pseudonym to protect their identity. The demographic 
and other details of the FinanceCo research participants are shown in Table 5.1 
• The “experimental group” refers to the participants who had participated in LDPs 
within the last three years, they are called “Leaders” (FinanceCo Leader #1, #2 
and #3); and  
•  The “control group” refers to the participants that had not been participated in 
the LDPs within the last three years, they are called “Managers” (FinanceCo 
Manager #1, #2 and #3). 
As mentioned in section 4.3, interview questions were developed for both the groups 
and a separate set of questions for just the experimental group. The responses to the 
first set of questions are analyzed in the discussion in the next part of the chapter. 
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    Table 5.1: Participants’ personal and employment details at FinanceCo 
Identification 
pseudonym 
Age Nationality Qualification Years of 
Experience 
Job Title 
FinanceCo 
Leader #1 
30-40 Kuwaiti MBA, Kuwait  
 
16 years in 
FinanceCo  and 5 
years experience 
as an Area 
Manager 
Area Manager 
FinanceCo 
Leader #2 
40-50 Kuwaiti Bachelor degree, 
Kuwait  
11 years in 
FinanceCo, and 4 
years as a 
manager 
Executive 
Manager  
FinanceCo 
Leader #3 
30-40 Kuwaiti MBA, Kuwait  19 years in 
FinanceCo,  
and 6 years as an 
Area Manager 
 
Area Manager 
 
FinanceCo 
Manager #1 
40-50 Kuwaiti Bachelor degree, 
Kuwait 
7 years in 
FinanceCo, and 2 
years as an Area 
manager 
 
Area Manager 
 
FinanceCo 
Manager #2 
40-50 Non- 
Kuwaiti 
Bachelor degree, 
Kuwait  
20 years in 
FinanceCo, and 
10 years as a 
Senior Managers 
 
Senior 
Managers in 
Research and 
Innovation 
FinanceCo 
Manager #3 
30-40  Kuwaiti MBA, Bahrain 
 
14 years in 
FinanceCo, and 4 
years as a 
manager in the 
organization 
 
Manager for 
Sales 
Department 
 
 118 
 
5.4 Leadership in FinanceCo 
This section of the chapter will deal with the key analytical themes developed for 
FinanceCo. The summary of these themes for both FinanceCo’s Leaders and 
Managers are presented in Table 5.2. 
Table 5.2: FinanceCo Leaders’ and Managers’ interview responses - summary of 
themes 
Main Theme 
 
Leaders  Managers 
Concept of leadership People oriented Managing, and using authority 
 
Concept of management 
 
 
Practicing management 
 
Practicing management 
 
Way of practicing leadership 
 
 
Emotional Intelligence, and 
Ethics and Values 
 
Traditional managerial practice 
Leadership Style  Situational   
 
Situational   
 
Gender and leadership 
 
Gender equality 
 
Gender equality 
 
5.4.1 Leadership and experimental group - personal perspectives  
The following discussion will assess the themes presented in Table 5.2, from the 
experimental group (Leaders) and control group (Managers) based on their interview 
question responses. The themes presented in Table 5.2 from the experimental group 
(Leaders) are now assessed. 
Leadership and management concepts 
The overall feedback indicated that FinanceCo’s Leaders’ perceptions of leadership 
indicated contemporary leadership knowledge. They also mentioned a clear difference 
between being a leader (supporting their followers, motivating them, and social skills 
to reach the goals) and being a manager (utilizing authority and managing the 
immediate tasks and requirements). The leadership characteristics and management 
characteristics that were presented in Chapter 4 (Table 4.3 and 4.4) are used in this 
chapter to assess FinanceCo’s Leaders’ responses. Based on the responses, an 
assessment is made of FinanceCo’s Leaders’ knowledge of leadership and 
management. 
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In order to gain insight into FinanceCo’s Leaders’ understanding of the concept of 
leadership, the following question was asked: 
What is your understanding of the concept of leadership? 
FinanceCo Leader #1 remarked:  
Leadership is about leading people, changing their opinion, and supporting 
them to reach the goals. We cannot find leadership skills in a book, it is 
about using these skills to effect people and support them to be ready for any 
change. 
FinanceCo Leader# 2 commented: 
Leadership is the power that you born with and the skills that you gain by 
experience. It is about practicing the social skills effectively with the 
followers.  
FinanceCo Leader #3 said: 
Leadership is about changing the environment to be healthy so the people 
can work successfully. Additionally, leadership is more acting than saying, is 
about engaging with the followers, motivating them and acting as a role 
model. 
The above responses highlighted that the Leaders’ perceptions of the concept of 
leadership reflected a contemporary knowledge of leadership. This conclusion can be 
drawn from their responses as Leader #1 noted: “affecting on people and support 
them”, a response that aligns with the characteristics presented by Armandi 
Oppedisano and Sherman (2003) and Horner (1997) in Table 4.3. Leader #2’s 
attention to “practicing the social skills effectively” is a characteristic mentioned by 
Schyns et al. (2011). Additionally, FinanceCo Leader #3 mentioned: “engaging with 
the followers, motivating them and acting as a role model”. These leadership 
characteristics were highlighted by Burnes and Bay (2012), Honer (1997) and 
Armandi, Oppedisano and Sherman (2003) as identified in Table 4.3. The following 
section will present FinanceCo’s Leaders’ responses concerning the concept of 
management and if there are any clear differences with their understanding of 
management, relative to that of leadership. The overall responses indicated a clear 
difference between leadership and management skills, where managers deal with 
fixed rules and systems while leaders are more flexible, focusing on the social skills 
required to support and motivate people to attain goals. The related question was: 
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Do you think there is a difference between being a “leader” and being a “manager”? 
FinanceCo Leader #1 commented: 
A manager deals with books and fixed system, while the leader is more multi 
skilled, can wear different hats, and be more flexible in every situation. 
FinanceCo Leader #2 indicated a similar perception noting that 
Leadership is a part of your own personality, it comes from dealing with the 
people and practicing effective social skills, while the manager is about 
practicing daily work and technical issues. 
FinanceCo Leader #3 said: 
The manager has a set of fixed rules and procedures to follow and never 
think out of the box. While the leader tries to give the followers more support 
and motivation by practicing communication skills and acting as role model. 
The role model of a leader follows moral and ethical principles in every 
matter by being honest, loyal, flexible with highly respectable image. 
The above responses revealed that FinanceCo’s Leaders distinguished between 
leadership and managerial skills and practice. The management skills they highlighted 
concentrated on “performing the daily work” and following “fixed rules”. These 
characteristics aligned to those related to management identified in Table 4.4 and 
reflected an interest in routine, standardized functions. In contrast the leadership skills 
they highlighted focused on “practicing social skills”, “being more flexible in every 
situations” and “support and motivate the followers [...] and acting as role model”. 
These characteristics aligned to those related to leadership identified in Table 4.3.The 
next theme examined is the way of practicing leadership by FinanceCo’s Leaders and 
their leadership style. 
Way of practicing leadership and leadership style 
In order to discuss the leadership knowledge of FinanceCo’s Leaders, it is important 
to shed light on their way of practicing leadership and their own leadership style.. 
This data will enhance the understanding of leadership in FinanceCo through the 
Leaders’ reflections about their leadership practice and whether they consciously 
identify with a leadership style or have knowledge of particular leadership styles. 
These perceptions will also provide some insight as to whether the Leaders draw on 
emotional intelligence in their leadership practice, consistent with contemporary 
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theorizing of leadership. To assess FinanceCo’s Leaders’ feedback about their way of 
practicing leadership, the following question was directed to FinanceCo’s Leaders: 
What is your understanding of the way leadership can be practiced? 
FinanceCo Leader #1 said: 
I can say that I am more flexible in taking the right action without any 
favoritism. Also I do believe in sharing my opinion with the followers for 
better decisions. 
While FinanceCo Leader #2 commented: 
I am very strict manager who follows the rules. Yet, I deal with my followers 
like a big brother and try always to share my decisions with them. I try to be 
soft and tough at the same time but not aggressive.  
FinanceCo Leader #3 mentioned: 
The way of practicing leadership is about cooperating well with followers 
and providing them with the best consultation advice. We all cooperate and 
help each other to solve problems. At the end I allow them to take the 
appropriate action and decision based on their experiences.   
The above comments with their attention to consultation and collaboration point to 
FinanceCo Leaders’ reliance on emotional intelligence in their way of practicing 
leadership. The emotional intelligence characteristics presented in Chapter 2 are 
evident in their responses. Leader #1 noted: “I do believe in sharing my opinion with 
the followers for better decisions”. Leader #2 also said: “I deal with my followers like 
a big brother and try always to share my decisions with them”. Leader #3 mentioned: 
“We all cooperate and help each other to solve problems [...]  I allow them to take the 
best decision based on their experiences”. These responses suggest that FinanceCo’s 
Leaders draw upon and utilize emotional intelligence in dealing with the followers.  
Table 4.5 identified the common types of leadership style practiced in commercial 
organizations. This framework has been used to locate the main leadership styles and 
characteristics practiced by Leaders in FinanceCo. The following interview question 
was asked to determine FinanceCo’s Leaders’ leadership styles.  
How would you describe your own style of leadership?  
 
 122 
 
FinanceCo Leader #1 said: 
I heard about the leadership styles from the training courses. My style is 
mixed with all leadership styles and depends on the situations, people styles, 
characters and their body language. 
FinanceCo Leader #2 noted: 
I do not know about the leadership styles and terminologies, but I can say 
that my leadership style deals with the situation itself. 
FinanceCo Leader #3 observed: 
I have not heard about leadership styles, but my style as a mixture by looking 
to the situation and the overall conditions. 
The above comments indicate that the preferred style of leadership by FinanceCo’s 
Leaders is situational leadership. This conclusion is based on the Leaders’ preference 
for working in a way that is adaptable to the scenarios they are addressing, a 
flexibility that is consistent with the overview of situational leadership presented in 
Table 4.5. Leader #1 noted: “My style is mixed with all leadership styles and depends 
on the situation”, while Leader #2 mentioned “my leadership style deals with the 
situation itself”. Leader #3 commented: “my style as a mixture by looking to the 
situation”. Moreover, Leader #1 mentioned that he or she heard about leadership 
styles and explicitly declared that leadership styles were canvassed at the LDP they 
attended. Their knowledge about leadership styles may have been explicitly drawn 
from  their experience in attending a LDP. Leader #2 and Leader #3 noted that they 
had no explicit knowledge about leadership styles; this may have arisen because the 
LDPs they attended did not address specific leadership styles in the content or 
objectives. The last theme assessed addresses the relationship between gender and 
leadership, specifically whether leaders thought there were differences in the abilities 
of men and women to hold leadership positions. 
Gender and Leadership 
Cultural issues could play a significant role especially in Arabic culture. Women 
mostly play a less prominent role in Arabic countries than men, holding fewer 
leadership positions especially in large organizations. However, the following 
feedback from FinanceCo Leaders identified different viewpoints around this matter. 
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The following question was directed to the Leaders to elicit their views and 
perceptions on this matter. 
Do you think both man and woman can be a leader? 
FinanceCo Leader#1 answered: 
The gender cannot make any difference in holding the leadership position. 
Also gender is no guarantee of being a good leader. 
A similar response was provided by FinanceCo Leader #2: 
There is no difference between being man or woman to hold a leading 
position. 
FinanceCo Leader #3 similarly noted: 
There is no difference for being man or woman in a leadership position. 
These responses reflect a different perspective on gender and leadership to that 
expected from Arab leaders and culture. The overall responses revealed that gender 
was not perceived to be a barrier to holding a leadership position. In order to discuss 
the main differences between the experimental and control group around leadership 
knowledge and practice, the following section of the chapter will assess the personal 
perspectives of the control group (Managers).  
5.4.2 Leadership and control group - personal perspectives  
To assess the extent to which LDPs shape the perceptions of the Leaders, FinanceCo’s 
Managers were asked the same questions as those directed to the FinanceCo Leaders. 
It was anticipated that they will provide different perceptions. Overall, the Managers 
reported contrasting perceptions to those of the Leaders. Their comments reflected 
less of a difference with the concepts and practice of management, compared to those 
provided for leadership. In order to examine FinanceCo’s Managers’ knowledge 
about leadership and management concepts (and the other analytical themes), the 
same questions that were asked of the Leaders were asked of the Managers. This 
approach was utilized to gain insights to the understanding of the Managers and 
compare them to the Leaders’ responses. This will assist the identification of any 
difference between the experimental and control group. In order to shed the light on 
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FinanceCo’s Managers’ perception around the concept of leadership, the following 
question was asked: 
What is your understanding of the concept of leadership? 
FinanceCo Manager #1 commented: 
Leadership is how you can convince your followers with your belief and let 
them do it the way you like it toward the organization goals and visions.  
FinanceCo Manager #2 stated: 
Leadership is a new managerial concept realized in the organizations to take 
decisions. It is about having different skills to act with a different 
circumstances, and manage your business. 
FinanceCo Manager #3 revealed a similar understanding: 
Leadership is the special characteristics gained into people since  birth. It is 
about managing people and moving them toward the goals. 
As anticipated, FinanceCo’s Managers reported a different understanding of the 
concept of leadership than that reported by FinanceCo’s Leaders. In their answers 
they referenced the traditional managerial characteristics included in Table 4.4. For 
example, Manager #1 noted: “convince the followers with your belief”, a response 
that aligns to the management characteristics identified by Marker (2010) and 
Armandi, Oppedisano and Sherman (2003) in Table 4.4. Manager #2 focused on the 
immediacy of: “manage your business”, a response consistent with the observations of 
McLean (2005) and Martin (2011). Manager #3 said: “it is about managing people 
and moving them toward the goals”. This response aligned with the management 
characteristics provided by McLean (2005) in Table 4.4. It was anticipated that 
Managers will identify similar attributes for both leadership and management. Thus, 
the Managers, unlike the Leaders, struggled to articulate the distinction between being 
a leader and being a manager. The related question was: 
Do you think there is a difference between being a “leader” and  being a 
“manager”? 
FinanceCo Manager #1 commented: 
There is no difference in being leader or manager it just refers to how they 
can use their skills correctly to attain goals. 
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FinanceCo Manager #2 stated: 
There is a difference between being a leader and a manager, the manager 
manage daily work, while the leader has the vision, and provide more 
expectations. 
FinanceCo Manager #3 noted: 
Leadership does concentrate in the position, it is about practicing personal 
leadership traits, while to be a manager means following the rules and 
general procedures to attain goals. 
The overall responses indicated that Managers made a conceptual distinction between 
leadership and management.  Manager #2 and Manager #3 mentioned clear 
differences between the two concepts, similar to those provided by FinanceCo’s 
Leaders and presented in Table 4.3. This was evident in their focus on “the vision” 
and “practicing leadership traits” in practicing leadership, and on “managing daily 
work” as well as “following the rules” in practicing management. This knowledge of 
the Managers could be as a result of having attended LDPs previously. In drawing this 
conclusion it is noted that Manager #1 did not mention any differences between the 
concepts of leadership and management.  
Way of practicing leadership and leadership style 
In order to assess the overall leadership knowledge and practice applied by 
FinanceCo’s Managers, it is important to discover the way of practicing leadership 
and the characteristics of the leadership style applied by them. The following question 
was directed to FinanceCo’s Managers about their way of practicing leadership: 
What is your understanding of the way leadership can be practiced? 
FinanceCo Manager #1 noted: 
The way that I practice leadership depends on being always around my 
followers to help, correct, direct, and support them all the way to attain goals 
successfully.  
FinanceCo Manager #2 also mentioned: 
As a manager I can see myself being very dynamic, and depends on my inner 
leadership skills to complete different tasks and solve problems. The 
successful leader always takes the opportunity in every challenge, as well as 
taking the risks and fighting for the good results.  
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FinanceCo Manager #3 clarified: 
As a manager I try to understand my followers’ feelings and their body 
language to treat them correctly.  Additionally, I believe that the most 
powerful leading skills is listening and I try to practice it as a daily skills. 
The above comments show that FinanceCo’s Managers #1 concentrated on practicing 
traditional managerial skills on a daily bases. This was consistent with the 
management characteristics presented in Table 4.4 by McLean (2005) and reflected a 
different way of practicing leadership to that identified by FinanceCo’s Leaders. In 
contrast Manager #2 and Manager #3 referred to the need to be more “dynamic” and 
“taking opportunity in every challenge”. These managers also identified a requirement 
to be more people oriented in dealing with followers by “understand[ing] their 
feelings and their body language”. There is some alignment between these responses 
with authentic leadership, most notably through the open, direct dialogue with 
followers (see Table 2.3). The next question demonstrates FinanceCo’s Managers’ 
leadership style. 
How would you describe your own style of leadership? 
FinanceCo Manager #1 mentioned: 
My leadership style depends on my experience, to feel relaxed and perform 
the work successfully. I believe that every leader should have his or her 
personality to effect on the followers, control, direct, and support them all the 
way to attain goals.  
FinanceCo Manager #2 noted: 
My leadership style depends on the situation, but I cannot call any related 
terms for these styles. 
FinanceCo Manager #3 also mentioned: 
I heard about the leadership styles, without the related characteristics. 
However, my leadership style depends on the situation and followers’ 
personalities.  
From the above comments, it is clear that FinanceCo’s Managers #2 and #3 reflected 
a situational leadership style in the way they addressed their work. However, they did 
not identify precisely the related characteristics or terms in discussing their practice. 
Manager # 2 noted: “I cannot call any related terms for these styles”. Manager #3 also 
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said: “I heard about the leadership styles, without the related characteristics”. This 
implied reference to situational leadership could align to the situational leadership 
styles favored by FinanceCo’s Leaders. However, a distinguishing feature was that 
the Leaders did know how to be flexible and practice the related characteristics in 
every situation, an inference that could not be drawn from the Managers’ responses. 
This distinction could reflect the experience gained from the LDPs that the Leaders 
participated in. A distinguishing feature of Manager #1’s response was the reliance 
placed on managerial functions such as, “effect on the followers, control, direct and 
support them all the way to attain goals”. In summary while situational leadership was 
the leadership style that was most apparent in the responses of Leaders and Managers, 
it was FinanceCo Leaders who articulated more clearly the precise features of this 
leadership style, including its implications for ongoing practice.  
Gender and Leadership  
Two FinanceCo Leaders illustrated gender equality views on the issue of gender and 
leadership. In order to assess FinanceCo’s Managers’ response to this theme the 
following question was asked: 
Do you think both a man and a woman can be a leader? 
FinanceCo Manager #1 remarked: 
There is a difference between genders in holding leadership position. 
FinanceCo Manager #2 stated that: 
There is no difference between being male or female in a leadership position, 
it depends on how well you manage the business.  
FinanceCo Manager #3 noted: 
There is no difference between being male or female in holding a leadership 
positions. 
It is clear from the responses from Manager #2 and Manager #3 that they do not 
perceive gender to be a barrier to men’s and women’s ability to hold leadership 
positions, yet social and cultural issues could make a difference in this matter. 
Manager #1 provided a different point of view, having observed that “there is a 
difference between gender in holding leadership positions”. For Manager #1 this 
difference referred to perceived natural characteristics such as, “women are more 
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sensitive and emotional thinkers that men [...] men are more flexible and patient” in 
dealing with different matters. The Managers therefore had similar but not identical 
responses to those provided by FinanceCo’s Leaders about gender equality in holding 
leadership positions. 
5.4.3 Summary of leadership in FinanceCo  
The above discussion highlighted leadership in FinanceCo by discussing the five 
analytical themes and the related responses, and made a comparison of responses for 
both FinanceCo’s Leaders and Managers. The overall responses indicated that 
FinanceCo’s Leaders had more sophisticated perceptions and knowledge about 
leadership concepts and practice than FinanceCo’s Managers. The Leaders’ responses 
for each theme reflected the main characteristics of leadership knowledge and practice 
discussed in Chapter 2. FinanceCo’s Leaders reflections on the concept of leadership 
concentrated on supporting the followers and motivating them to attain goals. In 
contrast FinanceCo’s Managers concentrated more on managing daily work and 
utilizing authority. In regards to the understanding of the concept of management, 
FinanceCo’s Leaders had a clear difference between managing and leading people. 
The situational leadership style was clearly identified by FinanceCo’s Leaders and 
was also indirectly evident in the responses of FinanceCo’s Managers. Moreover, in 
regards to the relationship between gender and leadership, FinanceCo’s Managers 
identified similar responses to that provided by FinanceCo’s Leaders about gender 
equality in holding leadership positions, though Manager #1 was more traditional in 
his or her outlook in comparison to other managers. 
The above comments indicated a clear difference between the experimental and 
control groups’ perceptions of leadership concept and practice. These differences 
could be a result of their experiences of, and the knowledge gained from participation 
in LDPs which affected FinanceCo’s Leaders’ knowledge and perceptions. This 
assumption will be assessed in the leadership development discussion in this chapter. 
The following section of the chapter will highlight the Islamic leadership in 
FinanceCo, as well as the relationship with the leadership styles of FinanceCo’s 
Leaders. 
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5.5 Islamic leadership in FinanceCo  
Without repeating the discussion in section 4.5, it is important to recall Islamic 
leadership relates more to the ethical or moral leadership theories (e.g. authentic 
leadership theory and ethical leadership theory) presented in Dinh e. al.’s (2014) 
“emerging theories” (see Table 2.2), but relates with less strength to the “neo-
charismatic theories” (e.g. transformational leadership) presented in Table 2.1. The 
following discussion explores the leadership styles of FinanceCo’s Leaders in order to 
highlight any relationship – be they direct or indirect, strong, moderate or weak – with 
Islamic leadership. Table 5.2 shows that FinanceCo Leaders identified situational 
leadership as their preferred leadership style. Situational leadership could reflect some 
features that match the ethical and authentic leadership styles and therefore these 
attributes can have a relationship with Islamic leadership.  
Situational leadership is both behavioral and contingent: task-focused and people-
focused behaviors are not mutually exclusive leadership styles, as there is a degree of 
dependency between them. Therefore, situational leadership can embrace almost 
many distinct leadership styles. This ambiguity with the concept of situational 
leadership is both a shortcoming and strength. The shortcoming is “situational 
leadership theory” lacks an empirical foundation (see Thompson & Vecchio 2009; 
Thompson & Glasø 2015). A strength, in contrast, is its apparent contradictions; as 
abstract leadership types are difficult to identify in an individual leader and he or she 
may emphasize either task-related and relationship-related behaviour contingent on 
followers’ level of maturity, the vagueness of this leadership style means it can be a 
useful way to describe leadership behavior that is adaptable, and/or has elements of 
more precise leadership styles (McCleskey 2014). Hence, the connection between 
situational leadership and Islamic leadership could range between strong to very 
week, and vary from one setting to another, as the behavior of the leader concentrates 
on either tasks or relationships. 
The relationship between situational leadership and Islamic leadership could be strong 
if the situational leader selected to be more people oriented and practice more ethical 
and moral skills or behavior in dealing with a particular situation and particular 
followers. As previously mentioned in Chapter 2 and 4, Islamic leadership considers 
the application of Islamic principles in relation to leader and follower interactions 
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within the given situation. In turn, if a relational style is embraced by the Islamic 
leader, these attributes or skills could align with Islamic leadership behaviors; as 
being patient, kind, fair, honest and humble to combine the focus on organizational 
interests and goal achievement (commonly Western leadership behaviors) with a 
focus on values, ethics and accountability to Allah (commonly Islamic leadership 
behaviors) to deliver a balance between employee and operational factors (AlSarhi et 
al. 2014). This conjecture all depends on the actual leadership style selected. If the 
situational leader emphasizes a task orientation akin to transactional leadership, there 
would be a weaker relationship between situational leadership and Islamic leadership. 
Consequently, the situational leader can have a close or weak relationship with the 
Islamic leadership based on his or her selection of a leadership style that can vary 
with different responsibilities and level of follower maturity. 
5.6 Leadership and Islamic leadership in FinanceCo – Analysis 
To assess the extent the above abstract discussion applies to FinanceCo, this section 
of the chapter examines the relevant interview data from the three Leaders in 
FinanceCo. The first part considers the Leaders’ understanding of the concept of 
leadership. The second part considers their individual leadership style. This analysis 
suggests their conceptualizations of leadership exhibit many of the attributes of 
Islamic leadership. However, the extent to which these are applied in practice is less 
clear, for none of FinanceCo’s Leaders nominated a preferred leadership style that 
directly aligns with the Islamic leadership attributes found in Table 2.3. This does not 
mean FinanceCo’s Leaders do not practice a style of leadership separated from 
Islamic leadership. Rather it means they did not mention a preferred leadership 
approach that can be directly related to Islamic leadership. However, two FinanceCo 
Leaders did nominate a style that comprises qualities of ethical or authentic 
leadership, implying a relationship with Islamic leadership. 
FinanceCo Leader #1 understood leadership to be about affecting people by “support 
them to reach the goal”, being a role model “act as a leader”, and being people 
oriented by “building relationships with others”. These skills could reflect the Islamic 
qualities as being patient (Saber), and provide kindness with care to the followers 
while feeling the presence of God (Ihsan). FinanceCo Leader #2 conceptualized 
leadership as a process of communicating with followers as “I always share my 
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decisions with them”, and requiring a balanced approach “I try to be [both] soft and 
tough, but not aggressive”. This understanding could be found in the Islamic attributes 
as being patient (Saber), as well as kindness and care while feeling the presence of 
God (Ihsan) in communicating with the followers. FinanceCo Leader #3 said that 
leadership is more action than words. It is about being “a role model”, [to] “motivate 
the followers” and being “engaged” with them. This understanding could be seen in 
the Islamic qualities as being patient (Saber), sincerity and keeping promises (Ikhlas), 
conscious of self-improvement (Itqan), truthfulness (Sidq), justice (Adl), also 
kindness and care while feeling the presence of God (Ihsan).  
While FinanceCo’s Leaders used different expressions for their overall understanding 
of leadership, most of the meaning provide similar characteristics in their responses: a 
people-oriented understanding. The emphasis on engaging with follows and 
communication with followers could reflect a positive connection with the Islamic 
leadership qualities as being patient (Saber), sincerity and keeping promises (Ikhlas), 
truthfulness (Sidq), justice (Adl), kindness and care while feeling the presence of God 
(Ihsan), forever mindful of the Almighty God (Taqwa), and intention (Niyya) when 
dealing and communicating with followers. Thus – similar to OilCo – FinanceCo’s 
Leaders’ understanding of leadership is influenced by Islamic leadership qualities. 
For the same reasons discussed in Chapter 4, the three FinanceCo Leaders’ preferred 
style of leadership might conform to Islamic leadership behavior even though it is 
mostly situational. This conclusion reflects the disclosure of styles with elements of 
ethical, authentic and transformational leadership. FinanceCo Leader #1 noted his or 
her approach to leadership is a combination of leadership styles, and is shaped by the 
situation and follower characteristics: “… my style is mixed with all styles and 
depends on the situations, people styles, characters and their body language”. That is, 
the situational leadership is the preferred style of Leader #1. Leader #1 specifically 
mentioned “trust” – an attribute of authentic and transformational leadership (Orazi et 
al. 2014) – as being important to his or her leadership approach: “I can say that my 
own way of practicing leadership is based on the trust of the followers”. 
FinanceCo Leader #2 also commented that he or she has no specific preferred 
leadership style, as it depends on the relationship with the followers. This approach 
seeks to balance engaging with followers and making decisions: “I am the one who 
 132 
 
hold the stick from the middle […]  I share most of the decisions with my followers”. 
This too can reflect the situational leadership style. However, Leader #2 described the 
nominated approach in familial terms: “I deal with my followers like a big brother”. 
Such an approach could involve the features of paternalistic leadership: power, 
benevolence, and moral leadership. If so, it could be a variation of transformational 
leadership, with a similar concern for benevolence leadership (Rehman & Afsar 
2012). 
Similar to Leader #1, FinanceCo Leader #3 remarked: “... my style is a mixture by 
looking to the situations and the overall conditions ...”. Situational leadership is the 
preferred style of FinanceCo Leader #3. Leader #3 also noted “flexibility”, 
“transparency” and “two-way communication” are part of his or her leadership style. 
Leader #3 summarized this approach: “The way that I practice leadership [is] to be 
[in] partnership with my followers, working with cooperation and consultation”. 
From the above quotes, the leadership style practiced by the Leaders in FinanceCo is 
largely situational. Two of the three Leaders explicitly stated their style of leadership 
depends on particular circumstances. Unlike OilCo, the relationship with Islamic 
leadership is less a matter of conjecture. The type of leadership applied by FinanceCo 
Leader #1 and Leader #3 involves attributes of ethical, authentic, or transformational 
leadership, which have a relationship with Islamic leadership behavior. Leader #1 
mentioned of trust is an attribute of authentic and transformational leadership. Leader 
#3 comments of transparency and communication are, respectively, attributes of 
ethical and transformational leadership (see Table 2.3). Interpreting the leadership 
style of FinanceCo Leader #2 is less clear; though he or she nominated an approach 
with features of transformational leadership, which suggests a relationship with 
Islamic leadership. The articulated practice of the FinanceCo Leaders and its 
alignment with Islamic leadership is not surprising given that FinanceCo is explicitly 
influenced by Islamic doctrine in its outlook and practices. FinanceCo has an Islamic 
banking business model, so its organizational practices would also assumedly reflect 
Islamic thinking. 
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5.7 Leadership development in FinanceCo  
Chapter 2 and section 4.7 discussed the arguments of Svensson and Wood (2006) and 
Ozcelik, Langton and Aldrich (2008), namely that leadership influences 
organizational performance and effectiveness. It is also important for group or team 
performance and has a positive impact on organizational outcomes. Avolio et al. 
(2009, p. 783) also argue that leadership development generates positive indirect 
consequences for individual employees (the leadership development participant’s peer 
group by sharing what was learned, and subordinate staff), the unit or department, and 
unit or organizational culture due to cascading effects. The next section of the chapter 
will provide an overview of leadership HRD in FinanceCo and explore leadership 
development based on an interview with the HRD Director - who is of Middle Eastern 
origin - held in November 2014. This overview highlights the main objectives behind 
the leadership investment in FinanceCo, their approach to evaluating the utility of 
LDPs, including the evaluation models utilized. Other sources of data were also 
consulted to inform the discussion. 
5.7.1 General discussion of leadership development in FinanceCo  
FinanceCo believe in investing in human resources, since employees are the 
organization’s most valuable asset. Thus, the organization supports its leaders by 
providing them with leadership skills through up-to-date LDPs provided by well-
known providers. Some of these organizers are, HBS, Human Investment 
Corporation, Impact HR Services, and Right Track HR Solution. Moreover, as a part 
of the annual development process, the HR department evaluates the training history 
of every leader or manager in order to provide them with the most appropriate training 
courses. This is done by using the HRM Oracle electronic system that records leaders’ 
training history and experience. Then, every leader or manager will have a purposive 
training program based on their needs.  
In order to participate in these courses, there are specific requirements that need to be 
met by the nominees. This includes years of experience, training history, their 
education level, and passing a specific evaluation test. Following this assessment, the 
HRD department contacts every expected participant before the training program to 
provide them with the course descriptions, objectives, location, duration, and the 
related documents. During the training program, a coordinator from the HRD 
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department is sent to the LDP to assure that the participants are satisfied with the 
overall conditions. 
Despite the fact that the company believes in the benefits provided by the LDPs to 
their managers, only four per cent of managers can participate in these courses. This 
shortfall is due to limitations in training resources. To assist the distribution of 
training resources, FinanceCo aims to provide and run the LDPs in Kuwait rather than 
in the United States or United Kingdom. They believe on-shore courses reduce travel 
time and costs and thus allows for more of its leaders to participate in these courses 
(HRD Director interview). 
5.7.2 Evaluation of leadership development - organizational perspectives 
Section 4.7.2 and Chapter 2 identified the importance of organizations evaluating 
their LDPs in order to assess the related outcomes and take the right decisions based 
on that assessment. As Al-Athari and Zairi (2002) found Kuwaiti organizations 
evaluate their LDPs by applying the Kirkpatrick evaluation model but only to a small 
extent, and this was also the case with FinanceCo. Although, FinanceCo’s HRD 
Director mentioned that they applied all of the Kirkpatrick evaluation levels, none of 
FinanceCo’s Leaders were familiar with an evaluation level beyond Level 1. 
However, the overall feedback from the participants about LDPs experience was 
positive about their LDP experiences.  
The FinanceCo Director of HRD mentioned:  
The overall results from the previous leadership training courses were 
positive, and the participants were very satisfied with what they had 
received. As a result, they are more enthusiastic about the overall outcomes 
gained from these courses, and happy to apply what they had gained. 
Though, due to time constraint and organizational limitations, they could not 
apply what they had gained easily in the reality.  
Moreover, when the HRD Director was asked whether the HRD department was 
aware of the Kirkpatrick evaluation model and if they applied it at FinanceCo, the 
answer was: 
The HR department is aware about how to apply the four evaluation levels of 
the Kirkpatrick model. Level 1 is about testing the overall training course 
experience by filling out a smiley sheet. Level 2 is about testing the overall 
acquired knowledge for selective training courses and participants. Level 3 is 
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about testing the ability of the participants to implement what they have 
gained from the training courses, and whether they have noticed any change 
in their overall performance. Level 4 is about Return on Investment (ROI); 
this is by checking the overall benefits to the organization from different 
training courses. Although we are aware of the Kirkpatrick evaluation model, 
we could not apply it successfully in FinanceCo due to shortages in time and 
human resources. 
The following discussion focuses on the LDPs evaluation in FinanceCo - 
organizational perspective - based on the Kirkpatrick evaluation model.  
LDP Evaluation in FinanceCo - Kirkpatrick’s evaluation model 
Level 1: Reaction  
According to its HRD Director, FinanceCo uses a two-stage process for Level 1 
evaluation. The first stage involves a representative from its HRM department asking 
participants – during the conduct of the training – if they are satisfied with the overall 
conditions and environment of the course. The second stage occurs when the 
leadership program is completed. Here, HRM department personnel gain information 
of “every participant’s experience in the training program to make sure that they reach 
the target and course expectations” including attaining the expected knowledge and 
skills. These two stages do not use questionnaires, but rather “face-to-face evaluation 
techniques”. 
Level 2: Learning 
According to its HRD Director, FinanceCo uses an evaluation questionnaire for every 
externally provided training program that asks participants their “overall impression 
of the learning process being provided”. The information gathered with this 
questionnaire is compiled into a report and supplied to the participant’s supervisor. 
The participant and supervisor then discuss what support is needed for the participant 
to apply what they learned, and to “update their yearly training plans and objectives”. 
Level 3: Behavior 
The process of Level 3 evaluation described by its HRD Director is somewhat 
sophisticated. Between three and six months after the course the HRM department 
appraises the participant’s performance by “applying the 360-degree assessment”. 
This involves a selected number of the participant’s subordinate staff assessing the 
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“overall attitude and performance” of their manager. Additionally, the participant’s 
peers (other team leaders or executive managers) also assess the participant. 
Level 4 Results 
The Director from FinanceCo conceded a range of factors or variables – in addition to 
the LDPs – can contribute to positive outcomes. Any beneficial outcomes for this 
organization, such as improvements in the staff turnover percentage, overall business 
growth, and customer services quality, are indirectly attributed to leadership 
development.  
FinanceCo seem to have a comprehensive process for deploying Levels 1, 2 and 3 of 
the Kirkpatrick model but appreciate the challenges in Level 4 evaluation. The extent 
to which this is understood by LDP participants is discussed in the next section. . 
5.7.3 Evaluation of leadership development - personal perspectives 
This section of the chapter will contrast the organizational perspectives of LDP 
evaluation with FinanceCo’s Leaders’ perceptions. The first question concerned the 
relevance of the LDP: 
Would you describe your participation in the [named] HRD program as being useful 
for you personally?  
FinanceCo Leader #1 noted: 
I have attended a training courses provided by Harvard University in Dubai 
last January 2014. It was one of the most powerful courses ever, start from 
8:00am till 10:00pm. I have gained an amazing experience with great 
knowledge. 
FinanceCo Leader # 2 commented: 
I have attended a leadership training program from “HBS” in Boston last 
year. This course lasted about six months with more than fourteen hours a 
day. This enhanced our knowledge and leadership experience through 
applying the real case studies. There were about eight persons from different 
nationalities, with a personal coach who still keeps in touch today and 
provides us with updated articles and full support in any matter.  
 
FinanceCo Leader #3 also mentioned: 
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I had participated about nine months ago in a LDP provided by Harvard 
University in Dubai. The overall experience was positive by enhancing my 
leadership skills and knowledge, the communicating skills, as well as my 
flexibility rate. However, my main principle as an ethical leader- that derived 
from Islamic principles- never changed based on that LDP experience. 
The overall comments indicated that FinanceCo’s Leaders had a positive experience 
by participating in the LDPs and that this experience remains relevant to them. This 
experience affected their “leadership knowledge and experience” as noted by Leader 
#1. As well as enhancing their “flexibility rate” as mentioned by Leader #2, and 
works as “the most powerful courses” that been participated with especially for 
Leader #1.To assess if FinanceCo Leaders noticed any shift in their leadership 
knowledge after attended LDP the following question was asked to them: 
Would you describe your participation in [named HRD program] as being useful for 
your team/department/unit? 
FinanceCo Leader #1 answered: 
The LDP affected my way of dealing with followers, friends, and my family. 
I can see myself being more flexible and more effective in dealing with 
different situations and matters. I can say that I have gained a life style from 
this course not just knowledge. 
FinanceCo Leader #2 noted: 
I can say that the LDP really affected my personality, despite the hard level 
of information being provided. I spent my day in the campus to learn new 
knowledge and experience, even if I did not get a chance to enjoy Boston. 
The gathered leadership knowledge was hundred per cent successful, and I 
still use it till today. Also I have become an effective leader than before. 
FinanceCo Leader #3 also mentioned: 
The overall experience was positive by enhancing my leadership skills, 
knowledge, the way of communicating with the followers, and my flexibility 
rate. Also, I work with more love and even my followers like my new way of 
practicing leadership. 
The above responses revealed that FinanceCo’s Leaders gained valuable leadership 
knowledge by participating in the LDPs. This experience affected their overall 
leadership knowledge and skills, by being “more flexible and more effective in 
dealing with different situation” as noted by Leader #1. The gathered knowledge as 
expressed by Leader #2 was “hundred per cent successful”, and it “positively 
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enhanced the way of communicating with the followers” as mentioned by Leader #3. 
The discussion now turns to an examination of FinanceCo’s Leaders’ experience in 
evaluating the LDPs based on the Kirkpatrick evaluation model.  
The following questions were asked to FinanceCo Leaders to understand their 
evaluation experience after attending LDPs: 
Thinking about FinanceCo [named LDP], was the HRD program evaluated in any 
way:(1) you personally completed a “post course” survey immediately after it 
finished? (2) You personally completed a “knowledge or skills use” survey more than 
30 days after it finished? (3) any other method you are aware of?  
FinanceCo Leader #1 noted: 
As an evaluation technique we applied only the “smiley sheet” after every 
training courses, to assess the overall outcomes and the course quality. Only 
once the facilitators send us an evaluation form after three months to explore 
any changes in our knowledge. 
FinanceCo Leader #2 commented: 
Most of the training programs asked us to fill the “smiley sheet” after every 
program. I think the training department is not free to do evaluation for every 
LDP, because they are very busy. 
FinanceCo Leader #3 mentioned: 
The evaluation was only the standard “happy sheet”. Nobody asks me for my 
gained experience. It is optional to share my newly gained knowledge with 
the colleagues. Yet, we do have yearly meetings with the followers to assess 
the overall department performance and explore the needs. 
From the above comments, none of the three Leaders interviewed mentioned the kind 
of staged Level 1 evaluation process detailed by the HRD Director. Rather they 
simply mentioned completion of a post-course evaluation form. Leader #1: “We 
applied only the “smiley sheet” after every training course to assess the overall 
outcomes and the course quality”. Leader #2 noted: “[We are] asked to complete the 
“smiley sheet” after every program that we done”. While Leader #3 also mentioned 
the use of a “standard smiley sheet”, he or she also remarked “nobody asks me for my 
gained experience; that [is a] weakness [with the evaluation] of the training programs” 
[sic]. Moreover, no Leader from FinanceCo was familiar with the method of Level 2 
evaluation outlined by the HRD Director, though Leader #3 suggested there is nothing 
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to stop program participants from sharing their newly acquired knowledge with 
colleagues. Yet he or she mentioned that they “do have yearly meetings with the 
followers to assess the overall department’s performance and explore the needs”. 
Leader #2 tried to explain why a process of Level 2 evaluation was not obvious: “I 
think the training department is not free to do evaluation for every LDP, they are very 
busy”. Additionally, none of FinanceCo Leaders were aware of the Level 3evaluation 
method. Though, Leader #1 noted “only once the facilitator send us an evaluation 
form after three months to explore any changes in our knowledge”. Furthermore, none 
of FinanceCo’s Leaders mentioned Level 4 evaluation (Results). However, self-
efficacy could be a substitute way to measure organizational outcomes with Level 4 
evaluation. For instance: 
FinanceCo Leader #1 mentioned: 
The LDP affected my way of dealing with followers [...] I can see myself 
being more flexible and more effective in dealing with different situations 
[...] I can say that I have gained a life style from this course not just a 
knowledge. 
FinanceCo Leader #2 noted: 
I can say that the LDP course really affected my personality [...] Also I have 
become a more effective leader than before. 
FinanceCo Leader #3 also commented: 
Overall it [named program] supported my [leadership] knowledge, the way 
of communicating, and the flexibility [required], [...] Also, I work with more 
love, and even my followers like my new way of practicing leadership. 
The comments indicate increased self-efficacy of FinanceCo’s Leaders because of 
their LDP experiences. 
5.7.4 Summary of evaluation of leadership development in FinanceCo 
This section of the chapter will compare and contrast the leadership development in 
FinanceCo from the organizational and personal perspectives. According to the 
FinanceCo HRD Director, Level 1 uses a two-stage evaluation process. The first stage 
about asking participants – during the conduct of the training – if they are satisfied 
with the overall conditions and environment of the course. The second stage occurs 
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when the leadership program is completed. In contrast, FinanceCo Leaders only 
mentioned completion of a post-course evaluation form.  
Level 2 evaluation as mentioned by HRD Director uses an evaluation questionnaire 
for every externally training program that asks participants their “overall impression 
of the learning process being provided”. The information gathered with this 
questionnaire is compiled into a report and supplied to the participant’s supervisor to 
“update their yearly training plans and objectives”. Yet, there was no similar feedback 
provided by FinanceCo Leaders to support the HRD Director’s comment.  Though, 
Leader #3 suggested there is nothing to stop program participants from sharing their 
newly acquired knowledge with colleagues. 
Level 3 evaluation described by its HRD Director is done by “applying the 360-
degree assessment”. Once more none of the Leaders was familiar with this method of 
Level 3 evaluation. However Leader #1 noted that he or she had similar experience 
when “the facilitator sends us an evaluation form after three months to explore any 
changes in our knowledge”. Level 4 evaluation is not done in FinanceCo though there 
is evidence of increased self-efficacy of the LDP participants.  
5.8 Findings - leadership and leadership development in FinanceCo 
The analysis of the interview data from FinanceCo yields some expected and 
unexpected findings. The five analytical themes developed for FinanceCo show a 
relatively clear difference in the conceptualization of leadership between the three 
Leaders and the three Managers, and understandings of the way leadership is 
practiced. These differences in knowledge and behavior could have been shaped by 
the Leaders’ LDP experiences. All three Leaders observed how LDP participation 
expanded their leadership knowledge and impacts on their behavior, confirming the 
benefits of LDPs. Characteristics related to emotional intelligence were also found in 
the ways the Leaders practice leadership. Given that FinanceCo is an organization that 
adheres to Islamic principles, the focus on ethics and values by the Leaders could 
have been anticipated. This is further evidence that Islamic leadership and non-
Islamic leadership approaches are compatible. Situational leadership was found to be 
a common way of practicing leadership. With one expectation from the control group, 
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gender equality attitudes were also widespread, confirming the findings of the OilCo 
case study of Chapter 4. 
The picture of leadership development discussed in the last part of the chapter was 
mixed. A positive outcome of the LDPs was the evidence of increased knowledge and 
improved leadership behavior for the three FinanceCo Leaders. However, the topic of 
program evaluation was less clear. While the Director of HRD outlined a method of 
evaluation consistent with the Kirkpatrick model, FinanceCo’s Leaders were unaware 
of any process beyond Level 1 evaluation.  
5.9 Chapter conclusion 
This chapter has shown the FinanceCo investments in leadership development are 
successful in improving the leadership knowledge and leadership behavior of its LDP 
participants. Once more, no specific leadership style was found to be practiced in a 
KCO, though styles directly related to Islamic leadership were partly identified. The 
larger size of the FinanceCo control group allowed for a more solid assessment of 
gender based attitudes on leadership than the OilCo case study. The findings for 
FinanceCo are consistent with those of OilCo. Given the different features of the two 
KCOs, this was generally unpredicted and may be due to attitudes in Kuwait that are 
not found in other Arabic countries. The next chapter, Chapter 6, should provide 
evidence verifying such conclusions by discussing the BankCo case study 
organization.  
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CHAPTER 6 
THE BANK (BANKCO) 
6.1 Introduction  
This chapter is the third and last of the three KCO case studies, and analyzes 
leadership and leadership development in “The Bank” (BankCo). Similar to the other 
KCOs, the analysis indicates that BankCo’s investment in leadership HRD creates 
positive outcomes. Unlike the other KCOs, evidence for a specific leadership style 
was found, which could mean leadership is conducted differently in BankCo. The 
same structure of the pervious KCO case studies is followed in this chapter: a brief 
overview of BankCo; introduction of the eight research participants; discussion 
justifying the five analytical themes developed for BankCo; discussion of Islamic 
leadership in BankCo; and then discussion and analysis of leadership development 
and evaluation in BankCo. In the discussion of the five analytical themes, the 
interview data of the experimental and the control groups are compared. In the 
discussion of leadership development and evaluation the interview data of the 
experimental group is contrasted with the information supplied by the BankCo 
Director of HRD. 
6.2 BankCo overview 
Consistent with the approach adopted in  Chapter 4 and Chapter 5, the background 
information for the KCO discussed in this chapter was gathered from the company’s 
website (BankCo website), from publicly available documents (BankCo annual report 
2013), and from the interview with the BankCo Director of HRD. BankCo is a major 
bank in Kuwait and the Middle East, and operates in more than 15 countries across 
four continents. Its business comprises over 150 branches, subsidiaries and 
representative offices. In 2013 an international finance magazine judged BankCo to 
be one of the world’s “safest banks”, due to its conservative approach. BankCo has 
several thousand employees, and readily implements the Kuwaitization policies of the 
MGRP (see section 1.5.3). During 2013 BankCo hired over 200 new Kuwaiti 
nationals, who now makeup over 60 percent of its employees. BankCo makes 
substantial investments in HRD, providing new employees with training programs 
that help them develop their skills and acquire job placements in their chosen fields, 
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and offers in-house and international training courses to existing staff. BankCo claims 
to have one of the largest state-of-the-art training centers in the banking industry, 
which provides support and education in the areas of customer service, strategic 
finance, and managerial development. The BankCo Director of HRD stated these 
arrangements provide general training for more than 1000 staff each year, with an 
emphasis on technical and interpersonal skills. As part of BankCo’s strategy to invest 
in HRD, the bank collaborates with prominent educational institutions to provide 
identified employees with training in a wide range of leadership disciplines to develop 
their human capital. The Director of HRD described a special program of “talent 
management” that offers leadership development, focusing on improving leaders’ 
skills to help “ensure that they perform their job better, making sure that they can 
achieve the whole organizational objectives, taking into account overall strategy and 
long-term plans”. 
6.3 Introducing the research participants from BankCo  
Eight research participants were recruited from BankCo. Five participants were non-
Kuwaitis, while three were Kuwaitis. Each of them has been given a pseudonym to 
protect their identity. These details and other demographic information are provided 
in Table 6.1. The participants were allocated to either the experimental group or 
control group:  
The “experimental group” refers to the participants who completed a LDP within the 
last three years, they are called “Leaders”  (BankCo Leader #1, #2, #3, and #4); and  
The “control group” refers to the participants who have not participated in a LDP 
within the last three years, they are called “Managers” (BankCo Manager #1, #2, #3, 
and #4) 
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     Table 6.1: Participants’ personal and employment details at BankCo
Identification 
pseudonym 
Age Nationality Qualification Years of Experience Job Title 
BankCo Leader 
#1 
30-40 Non- Kuwaiti Bachelor degree, 
Lebanon 
12 years in BankCo, 
7 years as a Manager 
Call Center 
Manager 
BankCo Leader 
#2 
30-40 Non- Kuwaiti MBA, Bahrain 11 years in BankCo, 
1 year as a Manager 
Manager of 
Operational Group 
BankCo Leader 
#3 
30-40 Kuwaiti Bachelor  degree, 
Kuwait 
16 years in BankCo, 
3 years as a Senior Manager 
Senior Manager of 
Institutional  
Division  
BankCo Leader 
#4 
30-40 Kuwaiti MBA, Kuwait 9 years in BankCo, 
 1year as a Senior Manager 
Senior Manager 
 
BankCo 
Manager #1 
30-40 Non- Kuwaiti MBA, Lebanon 8 years in BankCo, 
4 years as an Executive 
Manager 
Executive Manager 
of Treasury Group 
BankCo 
Manager #2 
30-40 Non- Kuwaiti Master degree, 
United Kingdom 
 
8 years in BankCo, 
 2 years as a  Manager 
Manager in 
Customer Banking 
Group 
BankCo 
Manager #3 
40-50 Kuwaiti Master degree, 
Kuwait 
16 years in BankCo, 
2 years as a Manager  
Manager of Call 
Center Department 
BankCo 
Manager #4 
30-40 Non-Kuwaiti Bachelor  degree, 
Lebanon 
16 years in BankCo, 
3 years as a Branch Manager 
Branch manager, 
Customer Banking 
Group 
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6.4 Leadership in BankCo 
The first set of questions was developed for both Leaders and Managers. These 
questions were designed to gauge the leaders’ and managers’ overall knowledge, 
understanding and perceptions of leadership concepts and leadership practice. The 
second set of questions was directed only to the Leaders to assess their leadership 
development experience, and to gauge the extent to which participation in the 
program(s) influences their behavior. As with Chapter 4 and Chapter 5, after coding 
the interview data, five analytical themes were developed for both the experimental 
group and control group. The summary of these themes for both BankCo’s Leaders 
and Managers is presented in Table 6.2. 
Table 6.2: BankCo Leaders’ and Managers’ interview responses - summary of         
themes 
Main Theme 
 
Leaders  Manager 
Concept of leadership People oriented and Motivation 
 
Managing, and 
using authority 
Concept of management 
 
 
Practicing management 
 
 
Practicing management 
 
Way of practicing leadership 
 
 
Relationship focuses on the 
followers 
Traditional managerial practice 
Leadership Style  Situational and 
Transformational  
Situational  
Gender and leadership 
 
Gender equality Gender equality 
 
The discussion in the next sections of the chapter shows how the analytical themes in 
Table 6.2 were developed. 
6.4.1 Leadership and experimental group - personal perspectives  
The personal perspectives of BankCo’s Leaders in relation to the analytical themes 
presented in Table 6.2 are now explored. 
Leadership and management concepts 
Section 4.4.1 and Chapter 2 highlighted the main differences between leadership and 
management concepts. Leadership is about influencing, motivating, and inspiring 
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followers to attain goals through clear vision. In contrast management is about using 
authority to direct followers into attaining organizational goals. BankCo Leaders’ 
perceptions of leadership and management concepts signified sophisticated 
leadership knowledge. Additionally, they considered leadership as involving: 
Motivating followers; 
Communicating well; 
Influencing followers; and, 
Setting a clear vision. 
While management focuses on: 
Utilizing authority; and, 
Managing the daily work.  
In Chapter 4, Table 4.3 and Table 4.4 presented an overview of leadership and 
management characteristics drawn from the relevant scholarship. These 
characteristics were used as guidelines to assess Leaders’ and Managers’ knowledge 
with regard to leadership and management concepts. The question directed to 
BankCo Leaders to evaluate their understanding of the concept of leadership was: 
What is your understanding of the concept of leadership? 
BankCo Leader #1 noted: 
Leadership is about motivating followers, provide them trust, and 
successfully communicate with them. It is about practicing different skills to 
attain organizational goals.  
BankCo Leader #2 mentioned: 
Leadership is about motivating people, pushing them, educate them, teach 
them, coach them through clear vision to reach objectives. 
BankCo Leader #3 commented: 
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Leadership is about practicing managerial skills plus being flexible with the 
followers, communicating well with them, giving them some time and 
space, and working as role model.  
BankCo Leader #4 replied: 
Leadership is about influencing followers, having some believe in them, 
setting clear vision and strategy. It is also about managing the current 
resources, and preparing the potential of employees to be future leaders. 
These comments show that BankCo Leaders reveal an up to date knowledge with 
regard to the concept of leadership. The responses of Leader #1 and Leader #2 noted 
leadership is about “motivating followers” and “communicating well. These 
responses match the characteristics of leadership identified by Pauliene (2012), 
Horner (1997) and Armandi, Oppedisano and Sherman (2003). Leader #3 identified 
“communicating well” and “working as role model” as key foundations of 
leadership, characteristics that are consistent with those identified by Morhart, 
Herzog and Tomczak (2011), Clawson (1999), and Horner (1997). Leader #4’s 
nomination of the importance of “influencing followers” matched a key requirement 
noted by Armandi, Oppedisano and Sherman (2003).  The BankCo Leaders 
distinguished leadership from management, assessing that a leader is people oriented 
with a clear vision while a manager is task oriented with limited vision. The relevant 
question was: 
Do you think there is a difference between being a “leader” and being a 
“manager”? 
BankCo Leader #1 answered: 
There is a difference for being a leader and a manager. A leader practices 
more than management skills, as communicating and motivating with the 
followers to reach the goals based on the organizational vision. While a 
manager follows the standard rules to achieve goals away from any 
motivation skills.  
BankCo Leader #2 commented: 
Leading people is different than managing them. Leadership practice 
required a clear vision and decision making skills. While management 
practice concentrate on managing people and following guidelines.  
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BankCo Leader #3 also noted: 
The main difference between leadership and management skills is that 
management skills can be gathered by experience, while leadership skills 
are about communicating well with the followers as well as inspiring them 
to attain goals and desires.  
BankCo Leader #4 replied: 
There is a difference between being manager and leader. A manager is task 
oriented with no clear vision. While a leader is more people oriented with 
clear vision and strategy. 
The above responses highlighted what BankCo Leaders identified as the 
distinguishing characteristic of leadership, namely that it comprises a people-
orientation and requires a clear vision to facilitate the attainment of goals. In contrast 
a manager is more task oriented with no clear vision that extends beyond the 
completion of daily tasks. These management characteristics are consistent with 
those identified by McLean (2005) and Martin (2011), primarily managing and 
utilizing authority to reach goals  
Way of practicing leadership and leadership style 
This section of the chapter assesses BankCo Leaders’ ways of practicing leadership 
as a means of understanding and clarifying more fully their overall leadership 
knowledge and practice. The examination also explores any relationship with the 
characteristics of emotional intelligence identified by the research addressed in 
Chapter 2 as important to coherent leadership practice. This interest in leadership 
practice also includes an assessment of whether BankCo Leaders were aware of and 
applied any specific leadership style in their work. The following question was asked 
of BankCo Leaders to assess their way of practicing leadership: 
What is your understanding of the way leadership can be practiced? 
BankCo Leader #1noted: 
Being part of the team, communicating well, motivating well and being 
flexible in every situation, is my way of practicing leadership.  
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BankCo Leader #2 commented: 
I really care to be part of my team in every circumstance, and make sure that 
we are all in the right track. The people can be your second hand and brain, 
thus by communicating well with them you will gain their support in 
reaching the best results.  
BankCo Leader #3 mentioned: 
The open door policy is my favorite way of practicing leadership, and this 
done by removing any barriers between me and my followers. Also, I 
always clarify the BankCo’s strategy and polices to my followers and 
sharing any new knowledge with them.  
BankCo Leader #4 also noted: 
My way of practicing leadership is by empowering and grooming the 
followers. Also, put them sometimes under pressure, in order to use their 
critical thinking skills and experience to achieve the target.  
The previous responses show the importance that BankCo Leaders attributed to being 
part of their team, communicating well with their followers, and motivating their 
team to attain identified goals. Rather than a specific or implied reference to the 
deployment of emotional intelligence, the Leaders identified and grounded their 
approach to leadership through their relationship with their followers. Leader #1 
noted: “Being part of the team, communicating well, motivating well” is the best way 
of describing his or her way of leadership. Leader #2 commented: “I really care to be 
part of my team [...] by communicating well with them you will gain their support in 
reaching the best results”, while Leader #3 commented: “The open door policy is my 
favorite way of practicing leadership” with the followers. Leader #4 mentioned: “My 
way of practicing leadership is by empowering and grooming the followers”. The 
following section highlights BankCo Leaders’ knowledge and practice of leadership 
styles by comparing their responses with the characteristics of nominated leadership 
styles presented in Table 4.5. The relevant question directed to BankCo Leaders was: 
How would you describe your own style of leadership? 
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BankCo Leader #1 replied: 
I can see myself more transformational [in leadership style] but also flexible 
to deal with different situations. I have noticed these styles from the LDP 
that I participated with. 
BankCo Leader #2 also noted: 
I can see myself more with a transformational leader’s style, which includes 
all the benefits from other styles. Also taking into my account the overall 
situations and circumstances.  
BankCo Leader #3 commented: 
I see myself as a more transformational leader rather than a traditional one. 
As well as a situational leader in some cases and circumstances. I can say 
that the LDP course - provided by AUB - affected my understanding of 
leadership styles and related characteristics.  
While BankCo Leader #4 replied: 
I can say that my own style of leadership depends on the situations. But I 
am more a visionary leader who cares about future goals and visions. Also I 
do have my charisma in influencing followers to attain goals and desires.  
From the above responses, it is clear that BankCo’s Leaders show some alignment to 
situational and transformational leadership styles. It is also clear that these styles 
were features of the LDPs in which they participated. Leader #1 noted: “I can see 
myself more transformational [in leadership style] but also flexible to deal with 
different situations”. Leader #2 mentioned: “ I can see myself more within a 
transformational leaders style [...] taking into my account the overall situations”. 
Leader #3 said: “ I am a transformational leader  [...] as well as a situational leader in 
some cases and circumstances”. The transformational leadership styles presented in 
Table 4.5 includes many characteristics such as, satisfying needs, motivating and 
supporting followers, and expressing confidence and optimism. In contrast 
situational leadership style characteristics are contingent (Nielson & Pate 2008). 
Leader #4 presented characteristics consistent with situational leadership style and 
charismatic style in his or her response: “I can say that my own style of leadership 
depends on the situations. But I am more a visionary leader [...] I do have my 
charisma in influencing followers”. Hence, aspects of transformational and 
situational leadership were evident. 
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Gender and leadership  
This section explores BankCo Leaders’ perception towards the role of gender in 
holding and practicing leadership. Given the less visible role of women in Arabic 
countries a nominal proposition could be that women are perceived as being less 
qualified or capable than men to hold leadership positions. Alternatively, leadership 
skills could be viewed as not the preserve of a specific gender and capable of . 
development through experience and participation in LDPs. The next question was 
asked to BankCo’s Leaders to assess their views on this matter: 
Do you think both men and women can be leaders? 
BankCo Leader #1 said: 
There is no difference between being male or female in holding a leadership 
position. 
BankCo Leader #2 also noted: 
There is no difference between being a males or females, our manager is 
female and she is great. 
Similar feedback from BankCo Leader #3 as: 
There is no difference between males or females in holding leadership 
positions. 
BankCo Leader #4 made similar remarks: 
There are no differences for being a male or a female in holding a leading 
position.  
The overall responses from BankCo’s Leaders illustrated that they do not distinguish 
between men and women in their ability to attain and undertake a leadership role, 
illustrating an enlightened attitudes towards leadership and gender equality. The next 
section assesses the responses of the control group (Managers) with regards to 
leadership concepts and practice. These responses are compared with the responses 
of the experimental group (Leaders) with a view to identifying similarities and 
differences. 
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6.4.2 Leadership and control group - personal perspectives  
This section of the chapter concentrates on BankCo Managers’ perceptions of 
leadership concepts and practice. It was anticipated that the responses of the 
Managers will be distinct from those provided by Leaders, with a potential 
explanation for any difference being participation by Leaders in leadership 
development. 
Leadership and management concepts 
The following question was asked to BankCo Managers to assess their overall 
perception towards leadership concepts: 
What is your understanding of the concept of leadership? 
BankCo Manager #1 noted: 
Leadership is about inspiring people to do what you want to do. 
BankCo Manager #2 replied: 
Leadership is about guiding and coaching a team and at the same time be a 
team member. 
While BankCo Manager #3 responded:  
Leadership is to do the managerial work and leading people at the same 
time, building harmony between them, as well as clarifying the goals and 
showing the guidelines to achieve those goals. It is also about showing your 
personality, your charisma, and leading by example. It is not about issuing 
authority, it is about giving the followers the responsibility, and encourage 
them to reach the desires and the goals. 
BankCo Manager #4 mentioned: 
Leadership is about making decisions, as well as managing people and 
being align with them to reach the goals. 
The responses revealed contrasting perspectives from the Managers. The responses 
of Manager #2 and Manager #4 to a question concerning leadership referenced 
traditional management characteristics while the responses of Manager #1 and 
Manager #3 revealed a more contemporary knowledge of leadership, similar to that 
evident in the responses provided by BankCo’s Leaders. For example Manager #2’s 
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reference to “Leadership is about guiding and coaching a team”, and Manager #4’s 
reliance on “managing people and being align with them” are consistent with those 
identified in Table 4.4 as traditional managerial characteristics. In contrast Manager 
#1 and Manager #3 made reference to inspiration and harmony building as means of 
motivating followers to reach designated objectives. Manager #1 noted: “Leadership 
is about inspiring people”, while Manager #3 mentioned: “building harmony between 
[followers] [...] leading by example [...] and encourage [followers] to reach the 
desires”. The comments from Manager #1 and #3 were consistent with the 
characteristics identified in Table 4.3 as leadership characteristics. The difference 
between the Managers’ responses could be attributed to the possibility of previous 
participation in LDPs by Manager #1 and Manager #3, which affected their 
perceptions of leadership.  
The next question directed to BankCo Managers was to focus specifically on the 
managers’ perceptions about the distinction between leadership and management. It 
was anticipated given the foregoing responses that Manager #1 and #3 would clearly 
distinguish leadership from management, while Manager #2 and Manager #4 would 
not delineate leadership from management in decisive terms. The related question 
was:  
Do you think there is a difference between being a “leader” and being a 
“manager”? 
BankCo Manager #1 replied: 
A leader is an upper coach or mentor who inspires followers to attain goals. 
While a manager is a traditional boss that directs followers toward goals. 
BankCo Manager #2 mentioned: 
A leader always transforms people to successfully achieve the target. While 
a manager always managing the daily work and people.  
BankCo Manager #3 replied: 
A leader performs more than traditional managerial skills by practicing 
different leadership skills and being part of the team, while a manager 
follows the rules away from building any relationship with the team. 
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BankCo Manager #4: 
A leader supports the followers, enhancing their abilities and competencies, 
as well as improving the overall business outcomes. While a manager 
practices the management skills with the authority to attain goals. 
The responses indicate that all of BankCo’s Managers distinguished between 
leadership and management and identified contemporary knowledge of and attitudes 
towards leadership in doing so. These responses were similar to those provided by 
BankCo’s Leaders. This alignment could indicate that they have participated in LDPs 
in the past or alternatively could be the result of experience. The next section will 
assess BankCo Managers’ approach to practicing leadership and their understanding 
of leadership styles. 
Way of practicing leadership and leadership style 
This section will highlight the practice of leadership and leadership style utilized by 
BankCo Managers. It was anticipated that the responses will concentrate on 
traditional managerial practice and style. The following question was directed to 
BankCo Managers to assess their understanding of leadership practice: 
What is your understanding of the way leadership can be practiced? 
BankCo Manager #1 noted: 
 I practice both leadership and management skills in my daily job. 
BankCo Manager #2 replied: 
I lead my team by coaching, and prepare them with needed skills to perform 
the missions.  
BankCo Manager #3 replied: 
Leadership is about making an effective team and spread the harmony and 
the trust between the members. Also it is about clarifying the overall goals 
and missions together with the related guidelines to achieve the missions 
successfully. 
BankCo Manager #4 mentioned: 
I always manage my followers and make the right decision, as well as give 
them a “comfort zone” to perform their job without any pressures. 
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The above responses indicated that Manager #2 and Manager #4 described leadership 
practice in a way that aligned to the characteristics of management outlined in Table 
4.4. Manager #2 noted: “I lead my team by coaching and controlling followers”. 
Manager #4 mentioned: “I always manage my followers and make the right 
decision”. In contrast, the responses of Manager #1 and Manager #3 included 
reference to more contemporary understandings of leadership practice and were 
consistent with the characteristics of leadership presented in  Table 4.3. Manager #1 
commented: “I practice both leadership and management skills”. Manager #3 also 
noted: “making an effective team and spread the harmony and trust between the 
members”. The responses of Manager #1 and #3 were more closely aligned to 
BankCo’s Leaders’ observations on leadership practice. In order to assess if BankCo 
Managers were aware of their leadership style, the following question was asked: 
How would you describe your own style of leadership? 
BankCo Manager #1 replied: 
I am a traditional leader who practices authority to reach goals. Also my 
style towards people is based on the situation itself. 
BankCo Manager #2 commented: 
I am a transformational leader, trying always to be close with my followers, 
understanding them, encouraging them and never using my managerial 
power to convince them. 
BankCo Manager #3 noted: 
I think that my style of leadership is mixed between transactional and 
charismatic styles. Also, I am able to change my style based on the 
situations. 
BankCo Manager #4 mentioned: 
I am mostly democratic leader who provide the followers with comfort 
zone, to feel relaxed, work well, and give me more. 
The overall leadership styles vary between Managers. The responses of Manager #1 
and Manager #3 invoked a situational leadership style, although Manager #3 also 
identified the influence of transactional and charismatic leadership styles. Manager 
#2 self-identified as a transformational leader while Manager #4 provided a less 
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explicit characterization. The self-articulated leadership styles indicated that these 
BankCo Managers have a somewhat sophisticated knowledge of leadership 
knowledge and used that knowledge to describe and identify their particular style.  
As mentioned earlier, this contemporary knowledge could be attributed to 
participation in past LDPs. Alternatively this knowledge may have been gained from 
their years of experience. The next section will examine BankCo’s Managers’ 
knowledge around the relationship between gender and leadership. 
Gender and leadership  
Being a female employee in Arabic countries could stand as an obstacle to holding a  
leadership position, due to related institutional, social and cultural attitudes towards 
the role and prominence of women in Arabic culture. The following question was 
directed to BankCo’s Managers to explore their response to this issue: 
Do you think both men and women can be leaders? 
BankCo Manager #1 answered: 
Gender cannot play a big role in leadership positions. Also the women in 
our department are treated equally with the men. 
BankCo Manager #2 replied: 
There is no difference for being male or female in leadership positions. 
BankCo Manager #3 noted: 
There is no gender variation in practicing leadership skills and holding 
leadership position. 
BankCo Manager #4 also mentioned: 
There is no difference for holding leadership position from the male or the 
female. Some women are greater in the leadership position than men. 
The above comments suggest that the Managers did not assess that there should be 
any distinction between men’s and women’s ability to hold a leadership position. 
This attitude towards gender equality was consistent with those represented by 
BankCo’s Leaders. The next section of the chapter will compare and contrast 
BankCo’s Leaders’ and Managers’ responses regarding the five analytical themes. 
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6.4.3 Summary of leadership in BankCo  
The above assessments show that BankCo’s Leaders demonstrate a contemporary 
knowledge of leadership which aligns to the leadership characteristics presented in 
Table 4.3. The perceptions of BankCo’s Managers were varied with two of the 
Managers revealing a knowledge of leadership that was consistent with BankCo’s 
Leaders. In contrast two other Managers presented a traditional managerial 
perception of leadership in their responses (see Table 4.3). 
In regards to the difference between being leader and manager, BankCo Leaders 
presented a clear difference: a  leader is more people oriented with a clear vision to 
attain goals;  a manager is more task oriented with limited vision. Two BankCo 
Managers could not show clear differences between leadership and management 
practice. 
BankCo Leaders or Managers did not generally reflect emotional intelligence in the 
way of practicing leadership. The leadership style practiced by BankCo Leaders 
combined transformational and situational leadership. The responses presented from 
BankCo Leaders illustrated that they do not perceive there to be a difference between 
men and women in holding leadership positions. BankCo Managers provided similar 
feedback. For reasons mentioned in the other KCO case study chapters, the shared 
gender equality views of both the Leaders and Managers cannot be because of LDP 
participation. 
6.5 Islamic leadership in BankCo 
The literature review discussion in Chapter 2 indicated that Islamic leadership relates 
more to the ethical or moral leadership theories (authentic leadership and ethical 
leadership) presented in Dinh et. al.’s (2014) “emerging theories” (see Table 2.2), but 
less so to the neo-charismatic theories (e.g. transformational leadership) (see the 
“established theories” of Dinh et. al. 2014 in Table 2.1). As Table 6.2 suggests, 
transformational leadership was evident in BankCo’s Leaders’ preferred leadership 
style. This implies a connection – albeit only moderately – with Islamic leadership. 
However, this relationship seems to be stronger than those found with the preferred 
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leadership styles of the Leaders from OilCo and FinanceCo, as they indicated a more 
situational approach. 
BankCo’s Leaders identified situational and transformational leadership as their style 
of practice. Transformational leadership, as discussed in Chapter 2 (e.g. Orazi et al. 
2014; Lowe & Galen Kroeck 1996), can be practiced at all levels of an organization 
but is likely to be more evident at higher levels because lower-level managers tend to 
be transactional in their leadership style. Deinert et al. (2015) summarized the four 
“sub-dimensions” of transformational leadership, and these are indicated in Table 
2.3. These components include idealized influence (certain qualities that followers 
wish to follow), inspirational motivation (leaders impress followers through their 
behaviors), intellectual stimulation (openness without fear of criticism), and 
individualized consideration (acting as a coach or mentor in order to assist 
followers). While each of these four components can be practiced by the 
transformational leader in different ways in order to bring the best organizational 
outcomes through their followers, Deinert et al. (2015, p.1096) caution against 
adopting an “additive” approach of the four components when seeking to classify a 
particular leadership style as being transformational. That said, the transformational 
leader would likely have a powerful character that inspires and motivates followers 
to reach the desired goals. He or she could work as a role model that helps followers 
to realize their full potential, and create work structures that bring up effective 
communication skills, reduces conflict and results in higher employee job 
satisfaction. It has also been noted that the transformational leader promotes an open 
climate with the followers by sharing a mission and a vision, and increases 
followers’ empowerment by involving them in the decision-making process that in 
return increases their level of rational awareness. Moreover, a transformational 
leader seeks innovative way of working and look for opportunities to change the 
status quo to achieve the desired transformation (McCleskey 2014). 
These attributes could conceal some moral and ethical features in practicing the 
transformational leadership style. However, as Table 2.3 shows, relationships 
between the ethical, authentic and transformational leadership styles exist. 
Furthermore, as discussed in the Chapter 2 literature review, Dinh et al. (2014) (see 
Table 2.1) grouped transformational leadership under the neo-charismatic theories, 
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which have specific attributes not shared with the ethical or moral leadership theories 
(e.g. ethical and authentic leadership) (see Table 2.2). Thus, the relationship between 
the ethical and authentic styles and transformational leadership is moderate to weak. 
However, Table 2.3 in Chapter 2 shows that some of the transformational attributes 
are aligned with Islamic leadership: promote creativity, comfortable organizational 
climate, inspiring and motivating followers, and facilitate good communication 
skills. These attributes could somehow reflect an indirect relationship between the 
transformational style and Islamic leadership. Accordingly, there is a relationship 
between the Islamic leadership and transformational leadership, but this is not as 
strong as the former’s relationship with ethical and authentic leadership styles. As 
Ahmad and Ogunsola (2011) explain, the transformational Islamic leader may look 
to draw opportunities from the prevailing situation to ensure employees work as a 
team unified in their pursuit of organizational goals within an ethical framework.  
The other leadership style shown in Table 6.2 is situational leadership. As discussed 
earlier in Chapters 4 and 5, there are two kinds of relationship between the situational 
style and Islamic leadership. These relationships could be strong or weak based on 
the leader’s adoption of a particular style for a given situation. Thus, if the situational 
leader applies ethical or moral attributes in dealing with followers and daily 
situations, then the relationship to Islamic leadership tends to be stronger. If the 
leader concentrates more on tasks, then the relationship with the Islamic leadership is 
weaker. Therefore, the relationships as discussed in Chapters 2, 4 and 5 between a 
situational style and Islamic leadership is problematic, as it depends on the selective 
behavior and attitudes towards people adopted by the “situational leader”. 
6.6 Leadership and Islamic leadership in BankCo - Analysis 
The concepts of leadership provided by BankCo’s Leaders show a modern 
knowledge and view of leadership. They emphasized leadership skills of 
communicating well, in addition to motivating and trusting followers. There was also 
reference to the importance of the leader being part of the team, being a role model, 
as well as influencing followers and developing their potential. It is possible to 
interpret their conceptualizations of leadership to resemble the four components of 
transformational leadership (idealized influence, inspirational motivation, intellectual 
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stimulation, and individualized consideration) (Day et al. 2014, p.66; Deinert et al. 
2015), and would therefore clearly align with the Islamic leadership qualities of Itqan 
(conscious of self-improvement) and Ihsan (kindness and care while feeling the 
presence of God) (see Table 2.3). This, when combined with the Leaders in 
BankCo’s nominated preferred leadership styles, indicates the connection with 
Islamic leadership is most evident in this KCO than either OilCo or FinanceCo. 
Importantly, this suggests contemporary leadership knowledge and practices – and 
transformational leadership in particular – need not clash with Islamic leadership. 
BankCo Leader #1 understood leadership as involving motivation, trust and 
communication: “Leadership is about motivating staff to reach the goals, letting them 
trust and communicate well with the leader who is considered [by followers] to be 
part of the team”. This understanding could reflect the Islamic leadership attributes 
of being patient (Saber), sincerity and keeping promises (Ikhlas), as well as kindness 
and care while feeling the presence of God (Ihsan).  
BankCo Leader #2 understood leadership to be practicing “a combination of different 
skills”. Leader #2’s concept of leadership seems to conform to transformational 
leadership: “Leadership means to lead and know where you are going [vision], it is 
about motivating people, pushing them, educate them, teach them, coach them [sic]. 
It is mainly about the people”. This conceptualization could reflect the Islamic 
leadership qualities of being patient (Saber), sincerity and keeping promises (Ikhlas), 
conscious of self-improvement (Itqan), truthfulness (Sidq), kindness and care while 
feeling the presence of God (Ihsan).  
BankCo Leader #3 understood leadership in a similar way to Leader #1, and noted 
“leadership is different to managing people”. Leader #3 remarked a leader should 
“give the subordinates more time, more space, and you as a leader should monitor 
them from a distance without adding pressure”. Leader #3 also understood leadership 
to involve “being a role model” and to “open dialogue with [followers] … giving and 
receiving feedback” and “building a good relationship with them”. This 
comprehension of leadership reflects most of the Islamic qualities: of being patient 
(Saber), sincerity and keeping promises (Ikhlas), conscious of self-improvement 
(Itqan), truthfulness (Sidq), justice (Adl), kindness and care while feeling the 
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presence of God (Ihsan), forever mindful of the Almighty God (Taqwa), and 
intention (Niyya). 
BankCo Leader #4 understood leadership in a similar way to Leader #2, and again 
seems to conform to transformational leadership: “Leadership is all about influencing 
others, recognizing potential in others, [having] a clear vision … [and] prepare the 
potential [of] employees to be a future leader”. Similar to BankCo Leader #2, the 
Islamic leadership qualities of Saber, Ikhlas, Itqan, Sidq and Ihsan are reflected in 
this understating of leadership, and perhaps even intention (Niyya) in dealing with 
the followers.  
While BankCo’s Leaders generally adopted a situational leadership style, their 
emphasis on motivation implies transformational leadership, which is different from 
the other KCOs discussed in Chapters 4 and Chapter 5. BankCo Leader #1 said that: 
“I can see myself more transformational [in leadership style] but also flexible to deal 
with different situations”. Thus, the relationship with the Islamic style is shown by 
the preferred for transformational leadership, as Galanou and Farrag (2015) argued. 
Leader #1 also noted he or she applies a “mixed style depending on the situation”, 
and added, “today I am more patient […] and try to develop my communication 
skills”. These comments reflect the Islamic leadership attributes of being patient 
(Saber) and kindness and care while feeling the presence of God (Ihsan).  
BankCo Leader #2 nominated a preferred similar leadership style to Leader #1.: “I 
can see myself more within a transformational leader’s style”. Leader #2 outlined the 
advantages of this style: “ transformational leadership includes all the benefits from 
other styles”. However, the preferred leadership approach of BankCo Leader #2 – 
again similar to Leader #1 – noted their leadership practice takes “into the account 
the situation itself”. This last comment could suggest Leader #2’s style is more 
situational than transformational. In summarizing his or her practice of leadership, 
Leader #2 remarked: “The people [followers] can be your second hand and [even] 
brain [sic]; with their support we can reach the best results. [Leadership] is about all 
of us, not just the leader”. Two of the four components of transformational 
leadership, intellectual stimulation and individualized consideration, are arguably 
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represented in Leader #2’s summary. Therefore, there is a connection between 
Islamic leadership and Leader #2’s style of leadership. 
The same pattern of comments of Leader #1 and Leader #2 were found with remarks 
of BankCo Leader #3. He or she also said their leadership style is transformational: 
“I see myself [now] as a more transformational leader […] rather than a traditional 
one”. Leader #3 also commented their approach to leadership “takes into account the 
whole situation and the people”. 
Once more, these remarks can be interpreted to suggest a leadership style that is 
more situational than transformational. When elaborating on the way leadership is 
practiced, BankCo Leader #3 indicated a people-oriented approach: “I always try to 
have ‘a human interaction’ with the people in my department … [by] having more 
face-to-face conversations with my followers [sic]”. This quote implies Leader #3 
considers followers important to the organization, which is characteristic of 
transformational leadership (Orazi et al. 2014, pp. 32-33); though it is a feature of 
other leadership styles. BankCo Leader #3’s comments tend to reflect the Islamic 
leadership attributes of being patient (Saber) and kindness and care while feeling the 
presence of God (Ihsan).  
BankCo Leader #4 noted was the only Leader from this KCO who did not nominate 
transformational leadership as their preferred approach to leadership. Leader #4 
pronounced: “I can say that my own style of leadership depends on the situations”. 
Yet then added: “But I am more a visionary leader who cares about future goals and 
visions”. Despite nominating a situational approach to leadership, the additional 
comments of Leader #4 suggest more of a transformational approach. Indeed, 
BankCo Leader #4 disclosed: “My previous [supervisor] told me I am more [of a] 
‘influencer person’ and have my own charisma”. These comments conform to the 
idealized influence dimension of transformational leadership (Dinh et al. 2014; 
McCleskey 2014). Further remarks of Leader #4 indicate a connection with the 
Islamic leadership qualities of Itqan (and intellectual stimulation) and Ihsan: “My 
way of leading is by empowering and grooming followers, put them under pressure, 
give them guidelines and the first steps to follow and [then] let them use their skills 
(like critical thinking) and experience to achieve the target”. In sum, BankCo Leader 
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#4 has a leadership style with attributes of transformational leadership and Islamic 
leadership (see Table 2.3). To summarize, as the leadership style in BankCo is partly 
transformational, the relationship with Islamic leadership is more directly apparent in 
BankCo than either OilCo or Finance Co (Galanou & Farrag 2015). 
6.7 Leadership development in BankCo 
The discussion in Chapter 2 revealed the positive influence of leadership 
development on organizational outcomes, yet it remains beyond most organizations’ 
assessment capabilities to assess the direct link and effect of this relation (Hayward 
& Voller 2010). This part of the Chapter discusses LDPs in BankCo. In order to 
assess the effectiveness of the investment in leadership HRD, it is important to 
understand the participants’ assessment of the LDP, and the practice of BankCo in 
selecting providing and evaluating the LDPs. Information gathered from the 
interview with the BankCo HRD Director is compared with the responses from 
BankCo’s Leaders. To reiterate, the questions about LDP were only directed to the 
members of the experimental group. 
6.7.1 General discussion of leadership development in BankCo  
BankCo’s HRD department has two training sections. One section has responsibility 
for general training and development programs, starting with banking and financial 
service programs up to the LDPs. Another training section deals with talent 
management and development and is specifically focused on managers in key 
leadership positions. The objective of BankCo’s LDP is to improve participants’ 
ability to achieve organizational objectives, taking into account BankCo’s overall 
strategy and long-term plans. Through the investment in the LDPs, BankCo is 
looking for a positive return on participants’ leadership knowledge and skills, which 
will eventually be realized in returns to the whole organization. BankCo as a well-
known organization routinely partners with well-established training providers (e.g. 
AUB - American University of Beirut, HBS, INSEAD, London Business School, 
Chicago Management School). This allows BankCo to have special and customized 
training programs tailored to the needs of its leaders and managers.  
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The organization’s strategy is to prepare leaders for senior leadership positions in a 
contemporary and shifting business environment. Their approach relies on selecting 
workshops and training programs with leading vendors or providers that BankCo has 
assessed as possessing an understanding of the business environment and Arab 
culture. BankCo seeks to provide practical workshops or courses with real case 
studies, assignments, and group work - distinguishable from the traditional course 
style that depends on PowerPoint slides and works like an academic lecture. In order 
to participate in LDPs, there are conditions or requirements that need to be met by 
the participants, e.g. the standard level of English, educational level, years of 
experience in the organization and in the current position and the Leader’s 
background.  BankCo provide a brief to the LDP provider that is drawn from an 
evaluation of the managers’ performance against KPIs (Key Performance Indicators) 
and the results of a questionnaire that is distributed to employees who report to the 
managers that are attending the LDP.  Additionally the talent center in the 
organization evaluates people on a yearly basis to assess their current skills and 
identify those areas that may be developed through appropriate training (HRD 
Director’s interview). BankCo’s primary LDP is provided by the American 
University of Beirut (AUB) and is referred to as the “High Flyers” program. The 
participants in the program - about five to eight candidates annually  - undertake ten 
modules, with the duration of each module about a week or 1-2 days per month, 
lasting none months. The outline of this program is presented in Appendix 4. 
6.7.2 Evaluation of leadership development - organizational perspectives  
In order to explore the leadership development evaluation in BankCo, it is important 
to assess the related evaluation techniques or model relied upon to assess their LDPs. 
Chapter 2 provided details about leadership development evaluation, so they will not 
be repeated here. When the HRD Director was asked if the HRD department aware 
was aware of the Kirkpatrick evaluation model and if so, was it relied upon in 
BankCo, the HRD Director commented: 
I have heard about Kirkpatrick evaluation model, but not apply the exact 
recommended levels and procedures, and we cannot apply it 100% in the 
current resources and environment. We do only use the traditional way of 
evaluation, like the multiple choice questions with the validate questions 
and confirmation for the answers, then the overall average will be calculated 
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and negotiated with the participants’ upper managers to come up with the 
final feedback about the LDP quality and related outcomes on their 
participants.  
The details of the Kirkpatrick model utilized by BankCo are outlined below. 
LDP evaluation in BankCo – Kirkpatrick model 
Level 1: Reaction  
According to the HRD Director, BankCo uses a post-course evaluation questionnaire 
to gauge participants’ satisfaction with “course outcomes and quality”, including 
satisfaction with “tutors [instructors or facilitators], venues, duration, materials, [and] 
documents”. An additional questionnaire is sent to participants shortly after they 
return to work where any recommendations to improve the program can be made. 
These suggestions are then given to the provider of the program. The information 
collected with these processes indicates “the majority of participants in different 
training and development courses are really happy with the overall outcomes”. 
Level 2: Learning 
According to the HRD Director, about three months after the conclusion of the 
program, BankCo sends each participant an “evaluation form”. This questionnaire 
gathers information relevant for both Kirkpatrick model Level 2 and Level 3 
evaluations (the Level 3 evaluation is accompanied with other evaluation processes). 
The Level 2-type information collected includes responses to the questions: “Do you 
think that this course is related to your job?”; “Do you think that you can apply most 
of what you gained from the training program?”; “I feel that this course has enhanced 
my overall performance”; and “I will recommend it [the recently completed course] 
to my colleagues”. 
Level 3: Behavior 
According to the HRD Director of BankCo, the questionnaire completed three 
months after the conclusion of the program (which is also used for Level 2 
evaluation) collects information that can be used for Level 3 evaluation. The relevant 
questions relate to changes in the participant’s overall behaviour, and includes 
questions “Do you think your contribution to the department has increased or not?” 
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and “Did the training program change the way that you are practicing your job or 
work?”. In addition, a similar behavioural questionnaire is completed by the 
participant’s supervisor, containing questions such as “Do you notice any change in 
the performance or behaviour of any specific employee in the last quarter?”. The 
results of participant questionnaire responses and the supervisor observation are then 
discussed between the two individuals concerned. 
Level 4: Results 
The HRD Director from BankCo explained “we try to follow Kirkpatrick’s 
recommended evaluation periods as much as they can”, yet implied an improvement 
in organizational outcomes is partly a result of the investment in their managers’ 
leadership development. If this were not the case the leadership development courses 
would be “a waste in terms of time and money”.  
The above comments indicated that BankCo apply the Kirkpatrick model to some 
extent. Level 1 evaluation uses a post-course evaluation questionnaire to gauge 
participants’ satisfaction with “course outcomes and quality”. Additionally a 
questionnaire is sent to participants shortly after completing a LDP to provide any 
related suggestions or recommendations. Level 2 evaluations is completed after three 
months of the LDP, by sending to each participant an “evaluation form” with specific 
questions to assess the participants’ overall knowledge after attending the LDP. 
Additionally, Level 3 evaluation is applied three months following the program’s 
conclusion, by completed a questionnaire (similar to Level 2 evaluation) to evaluate 
the participant’s overall behavior. The following section will examine the 
participants’ experience of the LDPs evaluation. 
6.7.3 Evaluation of leadership development - personal perspectives  
Leskiw and Singh (2007, p. 458) emphasize evaluation methods should include 
insights from both the program participants and their managers to help identify 
demonstration of skills learned through the participant’s ability to solve problems, on 
the job behavior improvement and an impact on actual business results. Chapter 2 
(section 2.6) discussed leadership development and the related benefits to 
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organizational outcomes. The following question was asked to BankCo’s Leaders to 
examine their overall experience in LDPs:  
Would you describe your participation in HRD program as being useful for you 
personally?  
BankCo Leader #1 noted: 
The LDP works as an encourage tools for us to keep us updated with the 
new knowledge and skills, in order to deal well with the changeable 
business environment. 
 
BankCo Leader #2 mentioned: 
I have noticed that my style of leading being changed recently, especially 
after participating in a specific LDP. This was one of the most powerful 
course[s] ever that affects [my] skills in terms of how to look for the 
situations and improve [my] skills. 
BankCo Leader #3 commented: 
It opened [my] eyes on how to deal with other people and how to 
communicate well with different groups and sharing your knowledge with 
them. 
BankCo Leader #4 replied: 
I have a great experience with these organizations by participating in the 
(AUB) training program with the different case and assignments, that it has 
great influence on my overall skills and experience. 
These responses show that BankCo Leaders valued their experience of participating 
in the LDPs. BankCo Leader #1 noted: “LDP works as an encourage tools [...] and 
keep us updated with the new knowledge and skills”. Leader #2 said: “This was one 
of the most powerful course[s] ever that affects [my] skills”. Leader #3 also 
mentioned: “it opened [my] eyes on how to deal with other people and how to 
communicate well”. Leader #4 commented: “it has great influence on my overall 
skills”. These comments show the relevance of LDPs. The next question was asked 
to BankCo Leaders to explore any shift in their knowledge after attending LDPs: 
Would you describe your participation in HRD program as being useful for your 
team/department/unit? 
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BankCo Leader #1 noted:  
I have become more effective leader and I expect to have a better position 
because of my updated skills that help me deal with different situations and 
challenging. 
BankCo Leader #2 mentioned: 
I can say that I more effective leader with great skills now after these course 
I have become more friendly with my team like there brother it have 
increased my social skills. 
 
BankCo Leader #3 commented: 
The LDPs provided us with great experience by how to deal with the 
different subordinates in different environments. 
BankCo Leader #4 noted: 
The LDP really affected me; even my supervisors and family noticed the 
great shift in my skills and my new way of thinking.  
The responses suggest that the LDPs positively affected BankCo Leaders’ skills and 
knowledge. Leader #1 noted: “I have become more effective leader”. Leader #2 also 
commented: “I am a more effective leader with great skills now after these course 
[...] more friendly with my team like there brother”. Leader #3 commented: “The 
LDP provided us with great experience”. Leader #4 also noted: “even my supervisors 
and family noticed the great shift in my skills”. The next section will assess BankCo 
Leaders’ experience with LDP evaluation based on the Kirkpatrick evaluation model, 
as described by the Director of HRD. 
Kirkpatrick model 
In order to explore BankCo Leaders evaluation experience after conclusion of LDPs, 
the following question was asked: 
Thinking about BankCo [AUB program], was the HRD program evaluated in any 
way :(1) you personally completed a “post course” survey immediately after it 
finished? (2) You personally completed a “knowledge or skills use” survey more 
than 30 days after it finished? (3) any other method you are aware of?  
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BankCo Leader #1 remarked: 
After every training program we should fill out the normal evaluation form 
sent from our training department to check the overall outcomes from the 
course like the tutor, materials, atmosphere, and objectives. But nothing was 
sent to us later on to check our performance or gained knowledge.  
BankCo Leader #2 mentioned: 
The evaluation sheet was normal after the LDP to assess the overall 
experience, tutors, materials, and if there are any suggestion to improve it in 
the future. The HRD department keeps asking my upper manager if he 
noticed any change or shifting in my work, and if the course added value to 
us. Also my boss evaluated me yearly based on my KPI (Key Performance 
Indicators) to assess any shift in my performance. I also do have my direct 
“Monitor evaluator” who can notice any improvement in my overall 
performance.  
BankCo Leader #3 commented: 
The program evaluation happened directly after the program conclusion to 
check the overall material tutors, venues, etc. This is done by distributing a 
normal “happy sheet” by both the program organizer and the HRD 
department. Also it happened once that the head of HRD department in our 
organization sits with us in a face to face session and evaluates if the LDP 
added value to us. Additionally, my supervisors noticed the great shift in my 
skills and the way of thinking after that program. This can be even seen 
from my 360 degree feedback results from my followers and upper 
management. 
BankCo Leader #4 noted: 
After every training program the evaluation techniques is done via two 
levels, by our organization and the training facilitator. They asked us to 
evaluate the program in general and if it met the expected objectives. We 
had a face-to-face evaluation session with HRD department to check our 
feedback regarding the HRD courses. We do have a “Mentor” who works as 
a direct assistance for us, we always share our experience with him, and he 
noticed any shift in our knowledge. 
The above responses indicated that BankCo Leaders were asked to participate in an 
evaluation after their participation in the LDP. The observations of the HRD Director 
regarding Level 1 evaluation were generally supported by the four Leaders. All four 
Leaders referred to completing a post-course evaluation form or sheet to “check the 
overall outcomes from the course like the tutor, materials, atmosphere and 
objectives” (Leader #1), make “suggestions to improve it in the future” (Leader #2), 
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and to ascertain if the program “added value to us” (Leader #3). Leader #4 also 
commented on participation in a “face to face evaluation session with the head of 
training department to check our feedback regarding the HRD courses”. 
In regards to Level 2 evaluation, none of the four Leaders interviewed mentioned the 
kind of Level 2 evaluation process detailed by BankCo’s HRD Director. Indeed, 
Leader #1 noted “nothing [is] sent to us latter on to check our gained knowledge 
[sic]”. However Leader #3 mentioned: “it happened once when the HRD department 
sits with us in face to face session and evaluated if the LDP added value to us”. 
The deployment of Level 3 evaluation at BankCo could be drawn from the following 
observations. Leader #1 remarked: “I can say that the top management always 
checked [my] performance and they know if there are any shift in it”[sic]. Leader #2 
remarked: “What happens is the training department keep asking my upper manager 
if he noticed any change or shifting in my work. Also my boss evaluated me yearly 
based on my KPI to assess any shift in my performance […] I do have my direct 
‘Monitor’ evaluator who can notice any improvement in my overall performance”. 
Leader #3 remarked: “My supervisors noticed the great shift in my skills and the way 
of thinking after that program. This can be even seen from my 360 degree feedback 
results from my followers and upper management […] Also it happened once that the 
head of HRD department in our organization sit with us in a face to face session, and 
evaluated if the LDP added value to us”. Leader #4 mentioned: “We had a face to 
face evaluation session with HRD department to check our feedback regarding the 
HRD courses. We do have a ‘Mentor’ who works as a direct assistance for us, we 
always share our experience with him, and he noticed any shift in our knowledge”. 
However, there were no specific comments regarding the behavior questionnaire sent 
to participants as described by the HRD Director. 
Chapter 2 suggested Level 4 evaluation could be examined from participants’ self- 
efficacy after LDPs, as an indirect measure of Level 4. The related comments from 
BankCo Leaders about an increase in their own self-efficacy were: 
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BankCo Leader #1 noted:  
Participating in the leadership developing courses works as an encourage 
tools for us to keep us updated with the new knowledge and skills in order 
to deal well with the changeable business environment. I have become more 
effective leader […] because of my updated skills which helps me deal with 
different situations and challenging. 
BankCo Leader #2 mentioned: 
I have noticed that my style of leading being changed recently, especially 
after participating in a specific leadership HRD program [...] This was one 
of the most powerful course[s] ever that affect [my] skills in terms of how to 
look for the situations and improve [my] skills [...] It was 100 percent 
relevant to my position in the organization. 
 
BankCo Leader #3 remarked:  
LDP opened [my] eyes on how to deal with other people and how to 
communicate well with different groups and sharing your knowledge with 
them. 
BankCo Leader #4 also commented: 
I had a great experience by participating in the [AUB] training program […] 
it has a great influence on my overall skills and experience. It really affected 
me, [with] even my supervisors and family noticing the great shift in my 
skills and the way of thinking after that program [...] I have become more 
effective leader. I know exactly what I want [to achieve]. I now deal well 
with the pressures, communicate well, and know how to implement my 
skills correctly. 
From the above responses, it is clear that there is no direct evidence from BankCo 
Leaders that Level 4 evaluation applied in BankCo.  
6.7.4 Summary of evaluation of leadership development in BankCo  
This section of the chapter presents a comparison between organizational and 
personal perspectives of leadership development in BankCo. According to the 
BankCo HRD Director, Level 1 uses a post-course evaluation questionnaire to gauge 
participants’ satisfaction with “course outcomes and quality”. All four Leaders in 
BankCo generally supported the use of this type of evaluation. The deployment of 
Level 2 evaluation in the form of an evaluation form three months after the 
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conclusion of the program as described by the HRD Director was not identified or 
recalled by the four Leaders. In contrast the Level 3 evaluation, comprising a 
behavioral questionnaire, was partially acknowledged by all four leaders. All four 
Leaders mentioned Level 3 evaluation process similar to that described by the HRD 
Director, though without the detail of the behavioral questionnaire completed by the 
participant’s supervisor.  
6.8 Findings - Leadership and leadership development in BankCo  
The findings of the BankCo case study present a somewhat different picture of 
leadership and leadership development than in the other two KCOs, as the five 
analytical themes developed have notable variations: the Leaders emphasized 
motivation in their understanding and practicing of leadership; and behavior 
consistent with transformational leadership was detected. The difference in the 
conceptualization of leadership between the four Leaders and the four Managers was 
not as wide as found for the other two KCOs, as two BankCo Managers had 
knowledge of leadership that was closer to the Leaders’ understanding than the other 
two Managers. This could suggest evidence for the effects of LDPs is moderate in 
BankCo. However, all four Leaders were able explain how their leadership 
knowledge and behavior improved because of their LDP experiences and how their 
self-efficacy was increased. The two more informed BankCo Managers could have 
gained their insights from a prior LDP or in an informal way. Nevertheless, the gap 
in knowledge between the Leaders and the two less informed Managers was of the 
same intensity as found for the other two KCOs. The other BankCo analytical themes 
developed reflect the same pattern of the other two KCOs: situational leadership; and 
gender equality attitudes. 
The BankCo Director of HRD could describe how the Kirkpatrick model of LDP 
evaluation is used, but the Leaders did not always observe these procedures. 
Evaluation procedures for Level 1 and Level 3 were easily identified, with the Level 
2 process less well known. Hence, a valid conclusion is BankCo has a sound method 
of assessing the value of its leadership HRD investments. One interesting feature of 
BankCo’s informal leadership development is the use of “mentors” (or “monitors”), 
a feature not found with the other two KCOs. 
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6.9 Chapter conclusion 
The analysis of the third KCO case study organization conducted in this chapter 
presented results that would be surprising if considered in isolation from the other 
KCOs. While follower focus leadership seems to be practiced in BankCo, ways of 
motivating followers also appears to be important, which implies transformational 
leadership. As no directly obvious leadership style was found to be practiced in the 
other two KCOs, the BankCo difference could be for several reasons. One reason for 
this could be this is the leadership approach encouraged by the organization, but only 
one of the four Managers made comments revealing transformational leadership. 
Another reason could be the LDPs used by BankCo, or those completed by the 
Leaders, focus on transformational leadership and this knowledge is transferred to 
the program’s participants. The other results of the BankCo case study match the 
findings of the OilCo and FinanceCo analysis. It is worth highlighting the common 
results for the three KCO case study organizations: the Leaders are more informed 
about leadership ideas and behavior than Managers, which is strong evidence for the 
effectiveness of LDPs; non-Islamic (western) leadership ideas are compatible with 
Islamic leadership; and gender equality views on leadership are strongly held. 
This chapter and the other KCO case study chapters have discussed the research 
findings in isolation. The next chapter, Chapter 7, considers patterns in the individual 
case study results so as to make generalizations about leadership and leadership 
development in the KCOs. Chapter 7 also explains how the aims of the thesis were 
achieved and how the analysis helps answer the thesis research questions. 
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CHAPTER 7 
DISCUSSION AND ANALYSIS 
7.1 Introduction  
This chapter compares and contrasts leadership and leadership development of the 
three KCOs that were analyzed separately in Chapter 4, Chapter 5 and Chapter 6, and 
discusses their similarities and differences. The five main analytical themes 
developed for each KCO are also compared. The similarities and differences between 
the KCO Leaders and KCO Managers are discussed, noting few differences were 
found among the Leaders relative to the Managers. The key findings of the analysis 
are discussed, particularly the extent to which both the LDP participants’ leadership 
knowledge was enhanced and leadership behavior improved. Next the processes and 
methods of LDP evaluation are discussed. Finally, the chapter explains how the aims 
of the thesis research are fulfilled and gives answers the thesis primary and 
secondary research questions. 
7.2 Discussion of leadership in the three KCOs  
This section of the chapter compares and contrasts the Leaders and Managers from 
the three KCOs in their leadership perceptions and practices. It also focuses on the 
main differences and similarities in their responses and assesses possible 
explanations for their responses, and related implications. The overall findings in all 
of the three KCOs revealed that leadership is practiced and understood in similar 
ways. The same was found for the concept of management. The extent of these 
similarities varied for each of the analytical themes developed. The Leaders in the 
three KCOs were strongly similar about their perceptions of leadership, and 
expressed identical perceptions about the concept of management. The KCOs 
Leaders were somewhat similar in the way of practicing leadership, and highly 
similar for their leadership style. KCO Leaders have identical views about gender 
equality. KCO Managers had largely similar understandings about leadership, and 
mostly similar perceptions of management. They were also strongly similar in the 
way of practicing leadership, and for their leadership styles. All of the KCO 
Managers had identical views about gender equality. Furthermore, an important 
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finding is that there is no evidence of an inconsistency between Islamic leadership 
and western leadership. Each analytical theme is compared and contrasted between 
the Leaders and Managers from the three KCOs in the discussion below, and these 
are shown in Table 7.1 and Table 7.2. 
      Table 7.1: Comparison of main themes, KCOs Leaders 
 
     Table 7.2: Comparison of main themes, KCOs Managers  
 
The first theme addresses perceptions about the concept of leadership, and this 
revealed a contemporary knowledge of all KCOs Leaders. Table 7.1 shows that all 
the three KCOs Leaders had a people focused understanding of the leadership 
concept. Moreover, FinanceCo and BankCo Leaders discussed similar perceptions 
about leadership that concentrated on relationships. The BankCo Leaders also 
Main Theme 
 
OilCo  
Leaders  
FinanceCo 
 Leaders  
BankCo  
Leaders  
Concept of leadership Building relationships 
with followers, and 
influencing them 
People oriented People oriented, 
and Motivation 
 
Concept of management Practicing management Practicing management Practicing 
management 
Way of practicing 
leadership 
 
Emotional Intelligence Emotional Intelligence,  
Ethics and Values 
Relationship 
focuses on the 
followers 
Leadership style Situational  Situational  Situational and 
Transformational  
Gender and leadership Gender equality Gender equality Gender equality 
Main Theme 
 
OilCo  
Managers  
FinanceCo 
Managers 
BankCo  
Managers 
Concept of leadership Directing, and managing 
followers 
Managing, and using 
authority 
 
Managing, and 
using authority 
Concept of management Manage, and utilize 
authority 
 
Practicing management 
 
Practicing 
management 
 
Way of practicing 
leadership 
 
Traditional managerial 
practice 
Traditional managerial 
practice 
Traditional 
managerial 
practice 
Leadership style Traditional manager Situational  
 
Situational  
Gender and leadership Gender equality 
 
Gender equality Gender equality 
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identified the importance of motivating followers to attain goals. However, OilCo’s 
Leaders were slightly different with an emphasis on the importance of influencing 
followers to attain organizational goals. Their understanding of leadership aligns 
with conceptualizations found in the academic literature (Armandi, Oppedisano & 
Sherman 2003; Nielson & Pate 2008; Morhart, Herzog & Tomczak 2011).  
In contrast, all of the KCOs Managers struggled to conceptualize leadership, and 
reflected a traditional managerial understanding of leadership as shown in Table 7.2. 
FinanceCo and BankCo Managers presented similar perceptions about leadership. 
Both focused on managing people and utilizing authority to attain organizational 
goals. The sole OilCo Manager also struggled to distinguish leadership from 
traditional management. It was somewhat expected that KCOs Managers will have 
traditional perceptions about leadership, because they had not recently (if at all) 
participated in any LDPs. This conclusion is based on the control groups (KCOs 
Managers) selection criteria mentioned in Chapter 3. Their understanding of 
leadership was more consistent with the characteristics of management. This includes 
using the power and authority to direct employees, as well as planning, organizing, 
directing, and controlling the activities of human resources to reach the objectives 
(McLean 2005; Marker 2010; Martin 2011). However, two Managers from BankCo 
could better understand the concept of leadership, in a similar way to the KCO 
Leaders. This suggests that they may have participated in LDPs in the past, and 
therefore the evidence for the theme of the concept of leadership in BankCo is not as 
strong as for FinanceCo. 
The second theme deals with the concept of management, and shows that all of the 
Leaders from three KCOs were strongly similar in their perceptions (Table 7.1). 
They identified clear differences between leadership and management. They viewed 
management characteristics as those discussed in the academic literature and 
concentrated on managing, directing and utilizing authority to attain goals and 
performing daily activities (McLean 2005; Marker 2010). Nevertheless, most of the 
three KCOs Managers struggled to provide a clear difference between management 
and leadership (Table 7.2). FinanceCo and BankCo Managers provided highly 
similar perceptions in regards to management by focusing on practicing management 
skills and following rules to perform daily activities. The single OilCo Manager also 
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struggled to provide any difference between leadership and management concepts, as 
his or her understanding of leadership is essentially management. Two of the four 
BankCo Managers presented a clear difference in both leadership and management 
concepts, similar to the KCOs Leaders. Thus the basis for the theme for BankCo 
Managers is weaker than for FinanceCo. 
The third theme concerned the practice of leadership. This examination revealed that 
Leaders from OilCo and FinanceCo are somewhat similar in highlighting emotional 
intelligence characteristics (teamwork, empowerment, and empathy) (Orazi et al. 
2014); Guillen and Florent-Treacy (2011)’s “getting along” behaviors. Leaders from 
FinanceCo also highlighted the importance of ethics and values in dealing with 
followers when practicing leadership. This difference could be explained by 
FinanceCo – as an Islamic institution – practicing or applying the Islamic values and 
principles of Shari’a (derived from religious precepts of Islam) in their daily 
activities (see section 2.5). BankCo Leaders also focused on building positive 
relationship with the followers to attain goals in their leadership practice.  
Given that the KCOs Manager struggled to conceptualize leadership, it not surprising 
that some Managers had different perceptions about leadership practice. Most of the 
KCO Managers were highly confused between a traditional managerial practice and 
their way of practicing leadership. These Managers focused on following the rules 
and managing people to attain goals. This was anticipated as their understanding of 
leadership is essentially management. However, some KCO Managers were follower 
focused in their way of practicing leadership, closer to the KCO Leaders 
understanding of how to practice leadership. 
The fourth analytical theme is leadership style. All of the KCOs appear to adopt a 
situational leadership style. The situational leadership style as shown in Table 4.5 
focused on being flexible to change the styles as situations required. Therefore, 
situational leadership for all KCOs Leaders could mean that a leader is able to adopt 
variety of leadership styles in different situations (Nielson & Pate 2008). This is not 
as strange as it might seem. Most of KCOs Leaders mentioned that they had heard 
about leadership styles and characteristics from LDPs. However, BankCo’s Leaders 
were more exact in their style of leadership when they expressed the characteristics 
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of transformational leadership. The possible explanation for having a distinct 
leadership style from BankCo could be because their LDPs focused on a specific 
leadership style – such as transformational – in the program objectives. There is 
some evidence to support this claim. The evidence is that the AUB High Flyers 
program (Appendix 4) includes the ability to influence others, persuasion, 
empowerment and integrity as key leadership attributes (Pauliene 2012; see also 
Table 4.5). In contrast, FinanceCo LDPs have no obvious leadership style focus. 
Therefore, there is no specific leadership style provided by the FinanceCo LDPs to 
their Leaders. The same applies for OilCo. FinanceCo and BankCo Managers are 
strongly similar in their leadership style as situational. However, the single OilCo 
Manager was a more traditional manager in his or her leadership style. Once again, 
the same two Managers from BankCo had leadership styles closer to that of the 
KCOs Leaders, and this weakens the evidence for the BankCo theme in contrast to 
FinanceCo. 
Assessing if the approach to leadership was contextual was explored by asking 
questions about if the KCO Leaders might change their styles (Table A2.1, questions 
13 and 14). The responses revealed BankCo and FinanceCo Leaders were flexible 
enough to change their leadership style based on the organizational environment if 
employed in either a different Kuwaiti organization or a non-Kuwaiti organization. 
However, OilCo’s Leaders were less flexible in changing their leadership style, 
especially in another Kuwaiti organization. If BankCo’s Leaders worked in a 
different type of environment (i.e. non-Kuwaiti organization), most of them will 
change their style because of the different rules and conditions applied there. This 
suggests BankCo’s Leaders are flexible enough to work in any business 
environment. Likewise for FinanceCo’s Leaders, as they were flexible about 
changing their leadership style if they worked in a different setting, especially non-
Kuwaiti organizations. Thus, working in any other Kuwaiti or non-Kuwaiti 
organization will naturally provide a different organizational environment (rules, 
policies and procedures) to which the BankCo and FinanceCo Leaders will conform 
to, and adopt a different approach to leadership. The cultural differences in a non-
Kuwaiti organization can play an active role in such a newly adopted leadership 
style. The FinanceCo Leaders seem to appreciate such cultural differences since they 
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work in an Islamic organization. However, OilCo’s Leaders were less likely to 
change their leadership style, even if they were to work in different Kuwaiti 
organizations. They would, however, change their leadership style if they worked in 
non-Kuwaiti organizations. This could be explained by OilCo’s Leaders’ belief that 
any alternative employment in Kuwait would be in a similar type of organization in 
the petroleum industry, with similar rules, processes and culture, allowing them to 
apply a similar leadership style to that of OilCo. On the other hand, working in non-
Kuwaiti organizations would mean the OilCo’s Leaders adapting to the new situation 
and business environment, and embracing a different style of leadership. The KCO 
Leaders willingness to consider different leadership styles in different types of 
organizational environments is consistent with Faris and Parry’s (2011, pp. 147-149) 
argument that leadership can be influenced by context. 
The fifth and final analytical theme is gender and leadership. As argued earlier in 
Chapter 2, gender could play an active role in perceptions about the ability of men 
and women to hold leadership positions and practice leadership, especially in 
Arabian Gulf States. This implies in Gulf States that perceptions about leadership 
may be gendered. That is, men would be viewed as being more suited to a leadership 
role, while women would be viewed as less suited (Kemp, Madsen & Davis 2015). 
However, the evidence from this thesis does not support that contention. The Leaders 
and Managers from all KCOs provided their full support to women’s rights to hold 
leadership positions. They also provided positive feedback with regards to women’s 
capabilities and leadership skills. Therefore, all of the KCOs Leader and Managers 
supported gender equality, evident in their attitude to women holding and practicing 
leadership. The findings show that managers in Kuwaiti organizations support gender 
equality. This could be due to several reasons, some of which were mentioned in 
Chapter 1. One possible explanation for enlightened views around gender equality 
could be attributed to the democratic Kuwaiti culture compared with other Gulf 
States. The Kuwaiti government has supported specific human rights initiatives 
directed to women, including the right to vote for women. Moreover, the 
“Kuwaitization Law” has a gender neutral approach to recruiting Kuwaiti citizens. It 
is also possible that Kuwaiti employers recruit women for managerial roles rather 
than foreign male workers. Furthermore, all of the KCO Leaders and Managers are 
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well educated, and gained their educational degree – Bachelor degree and above – 
from western universities or from an international curriculum. Thus, it is possible 
that their support of gender equality in holding and practicing leadership is 
influenced by western styles of thinking. Regardless of the reason, this is a major 
finding and an important contribution to leadership knowledge especially in Arabian 
Gulf States. However, gender was not within the explicit scope of this thesis.  
As discussed in Chapter 2, Islamic leadership and western leadership do have some 
similar attributes with specific leadership styles (authentic, ethical and 
transformational leadership). Therefore, the relationship between KCO leadership 
styles and Islamic leadership style deserves consideration. As the leadership style of 
the KCOs is principally situational, the relationship with the Islamic leadership is a 
matter of conjecture. If the type of leadership applied by KCO Leaders involves 
elements of ethical, authentic, or transformational leadership, it suggests a 
relationship with Islamic leadership behavior, as presented in Table 2.3. As noted 
previously, it is possible to have a strong relationship between FinanceCo employees 
– including the Leaders and Managers – and Islamic leadership. As leadership in 
BankCo is more transformational, this style has some connection with Islamic 
leadership (Table 2.3). Thus, the relationship with Islamic leadership is more directly 
apparent in BankCo and FinanceCo than OilCo (Galanou & Farrag 2015). As there is 
a relationship between KCO Leaders in their leadership styles and Islamic 
leadership, there was no inconsistency found between Islamic leadership and western 
leadership. This discovery has implications for leadership knowledge. It is also 
supports the arguments made by Almoharby and Neal (2013), AlSarhi et al. (2014) 
and Galanou and Farrag (2015)  
7.3 Summary of the leadership and leadership practice findings  
In order to summarize the findings of leadership in the three KCOs, it is important to 
highlight their overall differences and similarities. All of the KCOs were virtually 
similar in their understanding of leadership and how it is practiced, and there were 
almost no important differences found between them in this regard. This is could be 
attributed to many factors, as discussed in Chapter 3. All of the three KCOs are large 
commercial organizations with more than thousand employees, located in Kuwait. 
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FinanceCo and BankCo are in a similar industry sector (but with dissimilar 
commercial activities). However, OilCo is in a different sector and dealing with oil 
and gas exploration operations. All of the KCOs have international operations, a 
training and development department, and conduct LDPs. Given these common 
organizational characteristics, a shared leadership approach is someway explained. 
The overall comparisons between the three KCOs revealed that there are some 
notable differences in their Leaders’ and Managers’ perceptions in regards to 
leadership concepts and practices, yet these are outweighed by their similarities. All 
three KCO Leaders presented similar contemporary knowledge on their 
understanding of leadership, and they could easily differentiate between leadership 
and management concepts. They were more informed than the KCOs Managers 
about leadership and how it is practiced. The KCOs Leaders’ similarities included: 
• Strongly similar understanding of leadership. 
• Identical understanding of management. 
• Somewhat similar in their way of practicing leadership. 
• Their leadership styles were highly similar. 
• They had identical attitudes towards gender equality. 
However, most of the KCO Managers presented more traditional managerial 
perceptions in their understanding of leadership and its practice. They were less 
informed than KCOs Leaders, and struggled to explain any differences between 
leadership and management. Though, some of the KCOs Managers (two BankCo 
Managers) reflected more contemporary knowledge in their understanding of 
leadership. The KCO Managers’ similarities included: 
• They were largely similar in their understanding of leadership. 
• They were strongly similar in their understanding of management. 
• Their way of practicing leadership was strongly similar. 
• Their leadership styles were mostly similar. 
• Attitudes toward gender equality were identical. 
Furthermore, in all of the three KCOs there was no inconsistency found between 
Islamic leadership and western leadership implying the concepts of leadership are 
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universal. Moreover, there is no evidence from any KCOs Leader or Manager that 
gender is a differentiated factor in holding and practicing leadership. In short they 
assessed that women and men were equally able to be leaders. However, such gender 
equality attitudes were not expected from all KCO Managers given their lack of LDP 
experiences. Yet their overall responses presented an enlightened point of view in 
regards to gender equality. The noteworthy and valuable findings of Islamic 
leadership and gender equality are important contributions to leadership research and 
challenge some propositions found in leadership literature (e.g. Maseko & Gerwel 
Proches 2013; Alomair 2015) while supporting other propositions found in academic 
literature (e.g. Nelson & Shraim 2014). 
To sum up, the main differences between KCO Leaders’ and Managers’ knowledge, 
perceptions and approaches could be explained by the LDPs experience of the KCOs 
Leaders. It could also be possible that their work experience shaped their 
perceptions. The next section of the chapter explores this issue by comparing and 
contrasting leadership development in the three KCOs.  
7.4 Discussion of the leadership development in the three KCOs  
Section 2.3 noted that leadership development can be formal or informal. Lawson’s 
(2008, p. 10) definition of formal leadership development should be contrasted with 
Brungardt’s (1996, p.83) definition of more informal leadership development: “every 
form of growth or stage of development in the life cycle that promotes, encourages, 
and assists the expansion of knowledge and expertise required to optimize one’s 
leadership potential and performance”. There is evidence that both formal and 
informal leadership development takes place in all three KCOs. The reason why the 
KCOs invest in LDPs is similar across all the organizations. The process of LDP 
participant selection varies across all the organizations. The LDP providers vary 
across all the organizations. The types of LDPs used by the KCOs have some 
common features, but also have some differences. The research showed that the 
investment in leadership development has a direct impact on the LDP participants in 
all the KCOs. While all the KCOs try to assess the value of this investment, the way 
this evaluation was done and the effectiveness of these processes varied across all 
three organizations. And lastly, all three KCOs were either in the process of, or 
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considering, changing the way they invest in leadership development by making 
future LDPs more obviously relevant to their specific organizational circumstances. 
Hence, the research suggests Leskiw and Singh’s (2007) six elements that contribute 
to effective leadership development is apparent in the KCO to some degree. Turning 
to the process of LDP evaluation conducted by the KCOs, the findings show the 
Kirkpatrick model is applied in different ways across all three organizations. This 
illustrates an advantage of the model, but also some of its challenges (see section 
2.7.1). All the KCOs conduct Level 1 evaluation. For two KCOs, Level 3 evaluation 
was conducted. Yet generally, Level 2 evaluation was not always obvious. Not 
surprisingly, Level 4 evaluation was a major challenge. However, there is evidence 
that improvement in the LDP participants’ self-efficacy is an alternative way of 
applying Level 4 evaluation. Disparity between the organizational understanding of 
how the Kirkpatrick model is applied and the LDP participants’ understanding of 
how the model is applied was detected. 
All the KCOs invest in leadership development to improve the quality of leadership 
of their managers, as the LDPs increase the participants’ leadership knowledge, skills 
and behavior. As Table 7.3 shows, this view was held by both the Directors of HRD 
from the KCOs and the Leaders (see Table 7.3, row #1). There is also an assumption 
that it will improve organizational outcomes, but this was not the exact reason why 
the KCOs invest in leadership. All three KCOs choose highly reputable international 
training providers to conduct the LDPs, and this investment is expensive. The KCOs 
use programs that have an applied focused rather than a theoretical focus, and this is 
also the preference of the LDP participants. The fact that all three KCOs rely on 
external providers for their LDPs is not surprising, as the Kuwait Foundation for the 
Advancement of Science also has collaborations with European and North American 
institutions (see section 2.3). 
The range of LDPs used by BankCo is a combination of “off-shore” and Kuwait-
based (on-shore) locations. Nevertheless, BankCo seeks to customize the program 
for its managers’ particular needs, and is willing to “work with more venders” if 
appropriate (Director of HRD, BankCo). FinanceCo also uses internationally 
recognised off-shore providers because its participants will become “more educated 
with the latest leading techniques and methods” (Director of HRD, FinanceCo). 
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Partly due to the costs involved with these programs, FinanceCo has a preference for 
providers who can conduct their courses in Kuwait. They believe on-shore courses 
reduce travel costs and time, and thus allows for more of its leaders to participate in 
these courses. OilCo likewise uses off-shore institutions with an international 
reputation in order to expose the participants to “best management practices” 
(Director of HRD, OilCo). More recently it has moved towards using specially 
customized programs to better reflect the 12 competencies it desires from its leaders. 
Given the international aspects of the institutional providers and the range of 
nationalities of participants enrolled in these LDPs, the language of the programs is 
English. Hence, considerable proficiency in spoken and written English is a 
prerequisite for Leaders from each of the three KCOs selected for the programs. 
Another prerequisite is that all participants have tertiary qualifications.  
All KCOs carry out assessment of their Leaders skills and capabilities in order to 
identify gaps in their leadership capabilities. The results are then used to provide 
them with suitable LDPs. There was a clear understanding by Leaders in all KCOs 
about the selection criteria used. The process of LDP candidate selection used in 
BankCo and OilCo was sophisticated, and seems separated from routine HRM 
activities. The process used by FinanceCo to identify competencies and courses 
relevant to their Leaders was more integrated with HRM development plans and 
functions (see Table 7.3, row #2). 
The research showed the LDPs are relevant to the nominated manager’s work 
environment. The KCO Leaders indicated familiarity with the LDP objectives and 
course content (more obvious with BankCo and OilCo, but less clear with 
FinanceCo). The relevance of the LDPs to the Leader’s work environment was 
shown by the opportunities to bring their leadership problems to the LDPs, discuss 
them during the course, and develop solutions that can be applied when they return to 
the KCO. Moreover, the Leaders indicated the LDPs facilitators have a high degree 
of familiarity with each KCO. Given the high costs involved with enrolling the 
managers in the LDPs, and the small cohort size of each course, this is not 
unexpected. 
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There is strong evidence that the purpose of investing in LDPs is achieved by KCOs 
Leaders. All KCOs Leaders revealed a genuine impact on their behavior and 
knowledge after attending the LDPs. BankCo LDPs had a great effect on their 
Leaders’ knowledge and leadership skills, and reflected positively on their team, 
department, and their way of interacting with their families. Most of BankCo’s 
Leaders became more informed, with better leadership and social skills, and became 
more people-focused. For OilCo there was a notable effect on their Leaders’ 
leadership skills and performance after attending LDPs, with one describing it as a 
“life-changing experience”. These LDPs had a positive effect on the Leaders at the 
personal, social, and professional levels. FinanceCo also saw a similar positive effect 
on their Leaders’ skills and performance after attending the LDPs, similar to OilCo’s 
Leaders. These courses changed all KCOs Leaders’ behavior, their way of dealing 
with followers, interacting with friends, and communicating with their families (see 
Table 7.3, row #3).  
Generally, LDP course contents were relatively easy to understand by KCOs 
Leaders. Some of the LDPs included case studies with many examples and thus were 
easy to understand, while others were more challenging to understand. BankCo 
Leaders found the information pretty easy to understand. OilCo Leaders found it 
somewhat easy to understand the LDPs’ information. However, FinanceCo Leaders 
found it a challenge to understand some course information. The possible 
explanation why KCOs Leaders varied in their level of understanding LDP course 
content, from easy to somewhat less easy, could be their educational level. The KCO 
participants who largely held postgraduate education (i.e. Master degree), found the 
LDP content easy to comprehend. However, the participants who held only Bachelor 
degree found the LDP’s content more difficult to understand. Furthermore, the LDP 
course materials were found to be very useful, and most of KCOs Leaders kept them 
as a valuable resource for learning even after LDP ended (see Table 7.3, row #4). All 
this suggests the training or knowledge transfer process of the LDPs was successful. 
However, most of KCOs Leaders faced challenges in applying their updated 
leadership knowledge. OilCo Leaders thought it was difficult to apply or implement 
the gathered information from LDPs in their organizational environment. They 
noticed that the Kuwaiti culture is a concern, especially with respect to social 
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relations (e.g. the “wasta”), which can negatively affect the way in which they deal 
with followers. Some Leaders also nominated organizational culture or practices as a 
challenge to applying their newly acquired leadership knowledge. Other problems 
faced by KCOs Leaders in how to implement the gathered knowledge included 
followers’ and senior management’s unfamiliarity with the updated leadership 
knowledge. Thus, it was not always easy to implement the newly gathered 
knowledge directly. The time it takes apply the new knowledge was another issue 
faced by KCOs Leaders in converting their gained knowledge into reality (see Table 
7.3, row #5). Hence, the Jarvis, McCririck and Simpson (2013) contention it makes 
little sense to send newly trained people back into unchanged organizations could 
apply to the KCOs. 
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    Table 7.3: KCOs Leaders’ and Directors’ responses to LDP issues 
LDP Issues and 
KCOs Leaders 
OilCo 
Director and 
Leaders’ quotations 
FinanceCo 
Director and Leaders’ 
quotations 
BankCo 
Director and Leaders 
quotations 
1- Why Leaders been 
selected to participate 
in LDPs 
“We prepare our future 
leaders’ skills and 
competencies by 
participating them with 
the effective training 
programs”  
(OilCo Director) 
 
 
“Our organization 
concentrate on future 
leaders, and focuses on 
developing our 
competencies by 
sending us to the 
effective training 
programs” 
 (OilCo Leader #1) 
“Our organization 
always support the 
leaders by providing 
them with the best 
LDPs”  
(FinanceCo Director) 
 
 
“Our training 
department provide us 
with the updated 
leadership courses 
based on our exact 
need, these courses 
assist us for better 
leadership skills and 
positions”(FinanceCo 
Leader #1) 
“Our organization 
focuses on improving 
the managers’ skills 
based on their 
competencies to 
perform their job better 
“  
(BankCo Director) 
 
“Our organization 
believe that they are 
building a new 
generation of leader 
when they send us to 
participate in these 
courses” 
(BankCo Leader #2) 
 
2- The LDPs 
expectations from 
KCOs Leaders 
“Before every LDP, 
the table with the 
LDP’s date, location, 
objectives, and 
contents sent to every 
participant in order to 
aware them with the 
program’s objectives”  
(OilCo Director) 
 
“The training 
department provide me 
with the course overall 
objectives, and the 
LDP providers provide 
me with the program’s 
materials and contents 
before the LDP”.  
(OilCo Leader #2) 
“We keep communicate 
with every participant 
before, during and after 
every LDP to make sure 
that he/she reach the 
target and the course 
expectations”  
(FinanceCo Director) 
 
“The LDP facilitator 
asked us to write a brief 
summary about our 
work environment and 
responsibilities as a 
leader “  
(FinanceCo Leader #1) 
“We provide every 
participant with the 
course document and 
objectives and making 
sure that they aware 
about them before 
every LDP” 
(BankCo Director) 
 
 
“Before every LDP, 
the training department 
send us the main 
LDP’s objectives, 
content, and materials”  
( BankCo Leader #2) 
 
3- The effect of LDPs 
on KCOs Leaders’ 
behaviors  
“Almost seventy five 
per cent of the 
participants are 
satisfied with the LDPs 
outcomes” 
(OilCo Director) 
 
“The LDP gave me a 
great chance to 
develop my overall 
performance as a 
leader, enhance my 
good behavior, and 
correct the wrong one” 
(OilCo Leader #3) 
“The LDPs participants 
are very happy and 
satisfied with what they 
received in these 
courses” 
(FinanceCo Director) 
“I can say that the LDP 
knowledge was hundred 
percent success, and I 
can see myself as an 
effective leader than 
before” 
(FinanceCo Leader #2) 
“The majority of LDP 
participants were 
happy with the overall 
course’s outcomes”  
(BankCo Director) 
 
 
“The LDP influenced 
my overall leadership 
skills and experience 
on my personal and 
professional level” 
(BankCo Leader #4) 
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This section discussed the benefits LDPs have for the KCOs, and also noted some 
difficulties in using these benefits. For the KCOs to gain the full advantages of their 
investments in leadership development they need to have an effective way to 
measure and assess was aspects of the LDPs are successful and what aspects could 
be improved. In other words, they need a process of program evaluation. Chapter 4, 
Chapter 5 and Chapter 6 discussed the method of LDP evaluation used in the 
individual KCOs. The section below compares and contrasts the evaluation of 
leadership development in the three KCOs. 
Evaluation of Leadership Development Programs in the KCOs 
Two Directors of HRD specifically mentioned that leadership development is of 
benefit to the organization: “investing in our leaders means investing in the whole 
organization” (Director of HRD, BankCo); and “providing these courses [helps] 
achieve overall organizational objectives” (Director of HRD, FinanceCo). The same 
two Directors of HRD specially referred to the Kirkpatrick model as their 
organization’s method of evaluating leadership development, and apply the model – 
4- Level of provided 
information and 
materials’ quality in 
LDPs 
“The knowledge and 
the information in LDP 
were easy enough to 
understood” 
(OilCo Leader #2) 
 
“I still return to the 
LDP’s document in 
every chance and for 
many challenges” 
(OilCo Leader #4) 
“The knowledge that  
gathered from these 
courses stays in my 
mind, and I will use it 
forever”. (FinanceCo 
Leader #3) 
 
“The LDPs’ documents 
had a great information 
that reflected the reality, 
and I still keep them as 
valuable documents” 
(FinanceCo Leader#2) 
“I found it easy to gain 
and understand the 
new LDP’s knowledge 
and leadership skills” 
(BankCo Leader #1) 
 
“I keep returning to the 
LDPs’ documents as 
soon as I face any 
challenges or issues; it 
helps me a lot in 
finding what I need”. 
(BankCo Leader #4) 
5- Challenging of 
applying the LDPs’ 
knowledge by KCOs 
Leaders 
“The wasta and social 
relations playing 
different role in our 
work life and 
organizational culture, 
thus the chance to 
apply the new gained 
knowledge in the 
organization is low”  
 
(OilCo Leader #1) 
“We are still not ready 
to implement the 
updated skills and 
knowledge gathered 
from LDPs in our 
organizational 
environment, but at 
least we are trying to do 
it”. 
 
(FinanceCo Leader #2) 
“It takes time to 
convert the [LDP 
knowledge] to the 
people and clarify your 
new opinions and 
goals. Thus, it will not 
be very active for at 
least two years before 
we can see any 
benefits or ROI from 
these courses”.  
(BankCo Leader #2) 
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with varying intensity – at three of the four levels. Given that these two organizations 
are in the same industry this could imply program evaluation is as much an industry 
practice as it is an organizational practice. Albeit the internal OilCo document 
“Leadership Development Journey” explicitly mentions the four levels of program 
evaluation of the Kirkpatrick model (reaction, learning, behavior and business 
results), the “silence” of the Director of HRD from OilCo regarding program 
evaluation can be potentially explained; evaluation is integrated into the 
organization’s ongoing motivation and reward HRM functions and activities. For 
example, the Director from OilCo remarked “external training courses play around 
30-40% of the rewarding system for team leaders [sic]”. Relevant also is reference in 
the internal document to “normal business practice” and “normal reporting 
measures” for evaluating behavior and business results, respectively. In short, all 
three Kuwaiti commercial organizations use the Kirkpatrick model. 
For all three KCOs there were disparities between the program evaluation processes 
detailed by the organization (be that the HRD Director interviews or the OilCo 
document) and the evaluation experiences of the KCOs Leaders interviewed. For 
BankCo the comments of the Director and Leaders are similar for Level 1 and Level 
3 Kirkpatrick evaluations. The Level 2 evaluation procedure was not evident by its 
Leaders. For FinanceCo the comments of the Director and Leaders were only 
partially similar for Level 1. For OilCo the comments of the Director (and the 
“Leadership Development Journey” document) and Leaders were similar for Level 1 
and Level 3, and only partially similar for Level 2.  
These disparities suggest that of the first three levels of the Kirkpatrick model, the 
processes used by the KCOs for Level 2 evaluation are not as obvious as the model 
implies. The unfamiliarity of the Leaders with a Level 2 process in BankCo could be 
explained by the single method used to collect information for both Level 2 and 
Level 3, as all four of the Leaders articulated a Level 3 evaluation activity. That is, 
they perceived the single method used to collect information for both Level 2 and 
Level 3 as only the evaluation of their changed behavior and not assimilation of 
learning. The unfamiliarity of the Leaders with Level 2 and Level 3 processes in 
FinanceCo is more difficult to explain. Organizational size is one factor, for 
FinanceCo is the smallest of the KCOs in this study. The findings of the study of 
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Kuwaiti private sector organizations of Al-Athari and Zairi (2002, pp. 245-46) are 
consistent with the practices of FinanceCo – only Level 1 evaluation is conducted – 
but dissimilar for BankCo and OilCo as the Leaders could also identify Level 3 
evaluations.  
As the disparities between the program evaluation processes detailed by each 
organization and the evaluation experiences of the KCO Leaders interviewed 
indicate, it would be wrong to suggest the Kirkpatrick model is easily adopted in the 
KCOs. For BankCo insufficient time, money and expertise were mentioned by the 
Director of HRD as impediments to “applying the evaluation techniques effectively”. 
Another concern with applying the Kirkpatrick model raised by the Director of 
BankCo is the cumulative effects of a Leader’s participation in more than one course, 
program or program module in any six-month period. First, LDP participants can be 
confused about which leadership development event the behavioral questionnaire – 
the Level 3 evaluation – is asking them to attribute any change in behavior to. And 
second, both the participant’s supervisor and the HRM department struggle to 
precisely identify which program had the most influence on the participant’s 
behavior. While this might suggest deficiencies with the way BankCo conducts its 
Level 3 evaluation, it can take several months before either supervisors or 
subordinates detect changes in a program participant’s behavior (Baldwin, Ford, & 
Blume 2009). Furthermore, this second aspect can be a problem with any leadership 
program evaluation, as Packard and Jones (2015, p. 165) note changes in participant 
performance over time can be influenced by factors other than a single 
developmental event.  
No Director of HRD from any of the KCOs could explain how Level 4 evaluation is 
conducted in their organization. The Director from BankCo explained “we try to 
follow Kirkpatrick’s recommended evaluation periods as much as they can”, yet 
implied an improvement in organizational outcomes is partly a result of the 
investment in their managers’ leadership development. If this were not the case the 
leadership development courses would be “a waste in terms of time and money”. The 
Director from FinanceCo conceded a range of factors – in addition to the LDPs – can 
contribute to positive outcomes. Any beneficial outcomes for this organization are 
indirectly attributed to leadership development. While the Director from OilCo did 
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not canvass Level 4 evaluation, the “Leadership Development Journey” document 
suggests the methods used in this organization are the “normal reporting measures 
related to business objectives”. In this regard OilCo seems to be applying the 
methods nominated by Packard and Jones (2015) by incorporating Level 4 evaluation 
into in ongoing organizational processes. 
However, no Leader interviewed could articulate how their respective KCO assesses 
the impact of leadership development on organizational outcomes. This suggests the 
direct relationship between LDPs and improved organizational performance is not 
established in the three KCOs. This finding is not unexpected, for numerous studies 
have shown conducting Level 4 evaluations are uncommon. Reasons for the rarity in 
conducting Level 4-type evaluations include the difficulty in isolating the impact of 
any single training program on organizational results from the other possible 
influences (Leskiw & Singh 2007, p. 457; Kennedy et al. 2014). A simple “cause-
effect” approach, where LDP inputs are credited with improved organizational 
outcomes, appears to be used in BankCo and FinanceCo. In light of the inability of 
any of the KCO’s Directors of HRD to specify the process of Level 4 evaluation, and 
the ignorance of the Leaders interviewed of a process connected with assessing the 
influence of LDPs on organization performance, it could be concluded that 
leadership development in the KCO are more concerned with “leader development” 
(leader competencies) rather than leadership development (interpersonal or relational 
competencies). While developing a leader’s human capital can have beneficial 
organizational outcomes, developing her or his social capital enhances relational 
skills that build group cooperation, team performance and organizational value 
(Orazi et al. 2014, pp. 9-10).  
While noting most organizations have not found ways to measure organizational 
outcomes objectively, Hayward and Voller (2010) contend benefits at the 
organizational level from the implementation of LDPs can be measured according to 
participants’ own judgments on how their leadership behavior has changed. As 
mentioned in Chapter 2, leadership scholars broadly acknowledge that the behaviors 
of employees can affect the success of the organization, and that the nature of 
employees’ decisions and actions is typically linked to their internal motivations and 
drives (Harter et al. 2013). There is significant research evidence showing the 
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mediating role that the leader’s sense of self-efficacy – belief in one’s ability to 
perform the designated task successfully – has on key employee-level outcomes such 
as his or her task engagement and effectiveness (Cherian & Jacob 2013).  
As outlined in Chapter 2, assessing self-efficacy can be an alternative way to 
evaluate the influence of LDPs on organizational performance. Even if the emphasis 
of an LDP is placed on the skills the leader needs to perform effectively in the 
current position this can add to their self-efficacy. When a LDP participant acquires 
knowledge that assists in handling their leadership responsibilities (particularly 
challenging tasks) they “learn new skills and gain self-confidence” (Yaki 2013, p. 
384). Self-confidence in one’s ability to perform a task successfully is the central 
construct in the self-efficacy concept (Cherian & Jacob 2013). As noted earlier the 
thesis research showed that the investment in leadership development has a direct 
impact on the LDP participants in all the KCOs, and increased their self-efficacy. 
Higher levels of self-efficacy among KCOs leaders following participation in a LDP 
can reasonably be considered to indicate higher levels of engagement in work 
practices and perceived effectiveness, and thus positive outcomes for organizational 
performance (Harter et al. 2013).  
Moreover, as mentioned in section 2.7, it is not easy to evaluate the direct effect of 
LDPs outcomes on the overall organizational performance due to different affected 
factors. However applying Theory of Change approach can works as an alternative 
way to evaluate Level 4 organizational effect and support transfer of learning process 
in KCOs (Watkins, Lyso & deMarrais 2011). This helps in identifying the critical 
incidents of new behavior and explores changes at individual (KCOs Leaders) and 
organizational levels in KCOs. 
The interviews with the Leaders from the KCOs revealed improvements in their self-
efficacy are a result of participating in the LDPs (see section 2.7.1). Leader 
comments supporting this claim are shown in Table 7. 4. 
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Table 7.4: KCOs Leaders’ responses on self-efficacy 
KCOs 
Leader 
OilCo Leaders  
responses 
FinanceCo Leader 
responses 
BankCo Leader  
responses 
Leader #1 “The whole approach from 
[named program] was totally 
different […] by putting us 
under real pressures as well 
as great stress to reshape 
your skills and performance. 
[They] provided the real 
solutions [to challenges] that 
have been already used in 
other organizations”. (OilCo 
Leader #1) 
 
“It [the 2014 program] was 
one of the most powerful 
courses ever […] I have 
gained an amazing 
experience with great 
knowledge”. (FinanceCo 
Leader #1) 
 
“Participating in the 
leadership developing 
courses works as an 
encourage tools for us to 
keep us updated with the 
new knowledge and 
skills in order to deal 
well with the changeable 
business environment”. 
 
“I have become more 
effective leader […] 
because of my updated 
skills which helps me 
deal with different 
situations and 
challenging”. (BankCo 
Leader #1) 
Leader #2 “I can say that it [named 
program] really affected my 
personality and the way of 
dealing with others [both] 
inside and outside our 
organization”. (OilCo 
Leader #2) 
 
 
 
 
 
 
 
 
 
 
 
 
 
 “I have noticed that my 
style of leading being 
changed recently, 
especially after 
participating in the 
[named] leadership HRD 
program”. 
 
“This was one of the 
most powerful course[s] 
ever that affects [my] 
skills in terms of how to 
look at the situations and 
improve [my] skills”. 
“It was 100 percent 
relevant to my position in 
the organization”. 
(BankCo Leader #2) 
Leader #3 “My leadership skills have 
developed since I have 
participated in the leadership 
development training 
course”. 
“It reshaped my whole skills 
and leadership knowledge, 
and gave me a great chance 
to develop my overall 
performance as a leader [by] 
enhancing my [already] 
good behaviour as well as 
correcting my weaknesses”. 
“Most of the programs [I 
have participated with] stay 
[even] till today in my mind 
and I use [the knowledge 
“Overall it [named program] 
supported my [leadership] 
style, knowledge, the way of 
communicating, and the 
flexibility [required], but my 
principle and methods have 
not changed much”. 
(FinanceCo Leader #3) 
 
“It opened [my] eyes on 
how to deal with other 
people and how to 
communicate well with 
different groups and 
sharing your knowledge 
with them”. (BankCo 
Leader #3) 
 
 
 
194 
 
and skills learned] as I need 
it”. (OilCo Leader #3) 
Leader #4 “The knowledge [gained 
from the named program] 
remains in my mind till 
today, [and] shapes my 
experience […] and assists 
me in facing many 
challenges!”. (OilCo Leader 
#4) 
 
 “I had a great experience 
by participating in the 
[named] training program 
[…] it has a great 
influence on my overall 
skills and experience”. 
“It really affected me, 
[with] even my 
supervisors and family 
noticing the great shift in 
my skills and the way of 
thinking after that 
program”. 
“I have become more 
effective leader. I know 
exactly what I want [to 
achieve]. I now deal well 
with the pressures, 
communicate well, and 
know how to implement 
my skills correctly”. 
(BankCo Leader #4) 
 
Leader #2 of FinanceCo was the only Leader whose remarks could not be directly 
applied to the notion of self-efficacy, though she or he did comment on gaining 
“updated skills and knowledge” from LDP participation. For the other 10 Leaders, 
their remarks strongly indicate leadership development improved their self-efficacy. 
While it is beyond the scope of this thesis research to discuss in depth the extent to 
which the other 10 Leaders’ identification of an increase in their self-efficacy is 
applicable to “leader self-efficacy” or “leadership self-efficacy”, it is apparent that 
the comments of BankCo Leader #3, BankCo Leader #4, FinanceCo Leader #3, and 
OilCo Leader #2 relate to leadership self-efficacy for they all noted they have 
changed the way they relate to, and communicate with, people in the KCO. The other 
six Leaders’ remarks of becoming a more effective leader (BankCo Leader #1), 
improved skills (BankCo Leader #2), expanded knowledge (FinanceCo Leader #1), 
better dealing with challenges (OilCo Leader #1 and OilCo Leader #4), and 
enhancing behavior (OilCo Leader #3) are direct evidence of increase leader self-
efficacy. Yet these experiences and circumstances most likely involve the relational 
elements of leadership self-efficacy. In short, at least one Leader interviewee from 
each KCO could nominate an increase in leadership self-efficacy due to participation 
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in a LDP. The other seven Leader interviewees could nominate an increase in self-
efficacy, even if only leader self-efficacy.  
If, as research indicates, improved self-efficacy results in enhanced managerial and 
leadership performance, this should produce beneficial organizational outcomes. 
Using the self-efficacy concept as an alternative to the standard measures of 
organizational performance – financial, quality, job satisfaction, customer 
satisfaction and the like – for Level 4 evaluation is, arguably, no less imprecise for 
there is also a “cause and effect” assumption involved with the standard measures 
(Packard and Jones, 2015).  
7.5 Summary of leadership development findings  
The thesis research found the reason KCOs invest in leadership is to provide 
individual manager level outcomes. While it was anticipated this would have 
beneficial organizational outcomes, this was a secondary objective. The KCO 
managers who participate in LDPs understand this reason. Holton, Bates and Ruona 
(2000) itemized features of learning transfer. The more disable features were found 
in the three KCOs. There was clear evidence of learner readiness, motivation to 
transfer, personal capacity for transfer, positive personal outcomes, and LDP content 
validity. There was, however, weaker evidence for opportunity to use the transferred 
knowledge. Generally, the “return on expectations” (Kirkpatrick & Kirkpatrick 2007, 
pp. 112-113) is achieved in all the KCOs 
The organization perspective indicates, similar to a majority of Kuwaiti private 
sector organizations surveyed by Al-Athari and Zairi (2002), all three KCOs in the 
study consider evaluation important and apply the Kirkpatrick model to LDP 
evaluation. The KCOs apply the model – with different systems – at three of the four 
levels. These different methods support the view there is no single “right” way to 
evaluate training or leadership development (Hayward & Voller 2010). The KCO 
Leader perspective indicates the methods of evaluation in the KCOs are not as 
precise as the organization perspective suggests. All eleven Leaders could explain 
the Level 1 process used in their KCO. Five Leaders could identify a Level 3 process 
used in their KCO. Yet only one Leader was familiar with a Level 2 process. Of the 
three KCOs, Leaders from OilCo were more able to nominate procedures for the first 
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three levels of the Kirkpatrick model than were the managers from BankCo and 
FinanceCo. This implies the OilCo system of integrating elevation into 
organizational HRM processes is a more effective way to conduct evaluation then the 
sophisticated but disconnected systems of BankCo and FinanceCo.  
The challenges of performing Level 4 evaluation of the Kirkpatrick model in the 
three KCOs are not unusual. Comprehensive evaluation of LDPs is exceptional, 
partly due to the staff time and funding commitments required and the 
methodological and logistical challenges involved with Level 4 of the Kirkpatrick 
model. The shortcomings of the standard approaches to gauge organizational 
outcomes from leadership development were confirmed. The organization 
perspective assumes a causal relationship; though FinanceCo appreciates other 
factors may contribute (e.g. maturity and growth in the managerial role). The Leaders 
revealed participation in leadership development increases their self-efficacy, be that 
either human capital or social capital attributes, or both. The Leaders could clearly 
isolate the effect of training on their performance. This finding shows how evaluating 
increases in self-efficacy can be an alternative way to apply Level 4.  
7.6 Analysis 
The literature review of Chapter 2 presented a number of expectations that could, or 
might, be found by the thesis research. One possible expectation was that the way of 
practicing leadership in the KCOs would reflect the academic interest in social or 
relational approaches to leadership, and contingency approaches would be less 
identifiable (Dinh et al. 2014). If, however, a contingency approach was detected it 
would have a follower focus (Thompson & Vecchio 2009). Section 2.2.2 discussed 
the importance of emotional intelligence to modern contemporary organizations, 
with anticipation that managers who experience LDPs would reflect this in their 
knowledge and/or behavior (Parrish 2015).  
There was some expectation that the managers in the KCOs would hold traditional 
Arabic cultural attitudes, though this might be lessened by the Kuwaiti context of the 
study (Alomair 2015). Reasons were suggested why managers in an Islamic 
environment might have a different approach to leadership to those in non-Islamic 
environments. Reasons were also suggested as why Islamic leadership is compatible 
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with western notions of leadership. Hence, features of authentic, ethical or 
transformational leadership would be identified (Galanou & Farrag 2015). There was 
also an expectation that a change in KCO managers’ behavior might not easily be 
attributed to the direct influence of a LDP event (Kennedy et al. 2014). There were 
reasons to suggestion that if the KCOs used the Kirkpatrick model to evaluate the 
effectiveness of their LDP investments, the shortcomings of the model would be 
evident.  
The next two sections of this chapter discuss how the thesis research and analysis 
achieved the aims of the thesis and answers the thesis primary and secondary 
research questions. The final section of the chapter discusses if the thesis’ 
expectations, informed by the academic literature, were satisfied or otherwise. 
7.6.1 Response to purposes of the thesis 
Chapter 1 (section 1.2) outlined three purposes for the thesis. The first purpose was 
to better understand the justification for the generally assumed causal relationship 
between formal leadership development and manager and organizational 
performance. The research findings show in the three Kuwait case study 
organizations there is a direct relationship between participation in leadership 
development and manager performance. There is strong evidence to conclude LDPs 
increase the knowledge of program participants. The KCO Leaders had more 
informed understandings of the leadership concept relative to the KCO Managers. 
The Leaders’ understanding of the concept focused on the relationships with their 
followers. The Managers, in contrast, had difficulty in separating the concept of 
leadership from Fayol’s list of management functions. While there were variations in 
the Leaders’ understanding across the three organizations, this was not generally the 
case for the Managers. There is strong evidence to conclude LDPs change the 
leadership behavior of the program participants. In all three KCOs, the Leaders could 
identify how their approach to leadership improved, be that the way they related to, 
and communicated with, their followers, or better dealing with challenges and 
enhancing behaviour overall. In addition, the KCO performance management and/or 
program evaluation processes showed that the participant’s supervisor and even 
followers could identify these changed behaviours. These results are evidence that 
the relationship between formal leadership development and manager performance is 
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direct, and not assumed in the three KCOs. However, there was little evidence to 
suggest LDPs can be assessed to have a direct relationship with organizational 
outcomes. In each KCO this relationship is merely assumed, as the research failed to 
detect any process that attempted measure this.  
The second purpose was to identify barriers to effective leadership development. In 
contrast to the Kuwaiti private sector organizations in the study of Al-Athari and 
Zairi (2002, pp. 248-49), gaining the support of senior leaders for the investment in 
LDPs did not seem to be an issue for any of the KCOs of the thesis research. Al-
Athari and Zairi (2002, p. 249) criticized Kuwaiti organizations because “no action is 
taken to improve training activity and training results based on evaluation”. All three 
KCOs had modified, or were in the process of modifying, their LDPs (partly) based 
on the results of evaluations. Nevertheless, some barriers to effective leadership 
development were detected. The most notable was the struggle to apply the newly 
acquired leadership knowledge and skills. In BankCo this problem was mostly 
because of senior management resistance to new ideas. For OilCo and FinanceCo 
this problem appears to be due to Kuwaiti culture, with the social practice of “wasta” 
being emphasized. 
This last point is connected with the third purpose of the thesis, identifying tension 
between the transnational and culture-specific dimensions of leadership 
characteristics. Two Directors of HRD remarked their KCO has a preference for 
programs and/or providers that are more sensitive to “Arab culture”. Yet, except for 
some difficulty in comprehending program content, the Leaders did not mention 
dissatisfaction with the LDP providers. It was somewhat expected the Anglophone or 
western cultural influence on leadership concepts, theories and practices might clash 
with Middle Eastern approaches to leadership. However, this was not found. No 
abstract or practical inconsistencies between western understandings of leadership 
and Islamic leadership approaches were detected. It was also somewhat expected that 
managers in the KCOs would have a masculine perception of leadership. In fact, the 
opposite was found. Both the Leaders and the Managers from the three KCOs had 
gender equality attitudes towards leadership. 
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7.6.2 Response to research questions 
Chapter 2 proposed two possible reasons why a KCO invests in leadership HRD 
training: either to improve organizational performance, or to improve managers’ 
leadership performance. The research evidence clearly shows the KCOs invest in 
leadership to improve manager performance and not to achieve organizational 
outcomes. All three Directors of HRD from the KCOs specifically mentioned this 
reason, and most of the Leaders were aware of this motivation. This finding is 
important as it influences the reason why the investment is maintained. All three 
KCOs have processes to assess the impact of LDP participation on their manager’s 
conduct. These processes show that the leadership performance of their LDP 
participants improved. Moreover, the LDP participants’ themselves nominated how 
leadership development training had a positive influence on their leadership 
behavior. Therefore, the KCOs could justify why the investment in leadership HRD 
training is continued. Furthermore, this shows not only that the KCOs achieve a 
“return on expectations” (Kirkpatrick & Kirkpatrick 2007, pp. 112-113; Kirkpatrick 
& Kirkpatrick 2009, p. 4), but could also indicate something of a “return on 
investment” (Kirkpatrick 1998, pp. 87-89).  
The KCOs select LDP providers because of their reputation for high quality 
leadership training, earlier positive experiences with the same providers, and 
program participants’ satisfaction with the providers. This justifies the high cost of 
the LDP investments. The relevance of the selected LDPs to the KCOs was revealed 
in several ways. Many Leaders mentioned the programs allow them to discuss and 
develop solutions to their own work environment challenges. The KCOs and their 
LDP participants appreciate the leadership approaches covered by the programs have 
universal application, and are appropriate for the Kuwaiti commercial environment. 
That the KCOs were in the process of adapting the LDPs could suggest some of the 
programs lack relevance. The research did not detect this. The modifications to the 
selection of LDPs was, for FinanceCo and BankCo, mostly driven by the costs of the 
off-shore programs, and the disruption to the managers’ work duties caused by 
lengthy stays outside Kuwait. The situation for OilCo was slightly different. The 
adjustment to its LDP was more industry specific (i.e. the leadership challenges in oil 
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and gas exploration have unique features). Yet the new LDP provider for OilCo was 
still a highly reputable European institution.  
The thesis research did not find a particular leadership style was practiced in any of 
the KCOs. Some variation in the way of practicing leadership was found across the 
three organizations, but this could be explained by organizational specific influences 
(especially for FinanceCo). The leadership style of the KCOs is situational. 
Examination of the LDP modules failed to reveal an emphasis on a specific 
leadership style for either OilCo or FinanceCo. The examination for the LDP content 
used by BankCo did reveal a focus on transformational leadership characteristics, but 
this was relatively minor. This explains the slight variation of leadership style found 
in BankCo, relative to the other two KCOs. That a “contingency” approach to 
leadership was evident in the KCOs suggests something of a disconnect between 
leadership research and leadership in practice. Dinh et al (2014) report contingency 
leadership theories have attracted limited scholarly attention in recent years, yet this 
is the type of leadership practiced in the KCOs. However, as situational leadership 
can combine task and follower approaches to leadership (Thompson & Glasø 2015), 
the research-practice disconnect may be overstated. Indeed, the KCO Leaders’ 
understanding of leadership conforms to the social exchange/relational theories of 
Table 2.1.An additional explanation for the general lack of variation in leadership 
styles across the KCOs could be the reason proposed by Hage and Posner (2015): 
Muslim leaders have fewer variations in their leadership styles than Christian 
leaders. Unfortunately, the context of the thesis research (Kuwaiti or Middle Eastern 
nationals) did not allow this explanation to be investigated further. 
Apart from the international reputation of the LDP providers, and pleasing 
experiences in the past, the research found that the location of where the LDP is 
conducted, and to some extent the duration of each training session, was becoming 
an important factor in the selection of the LDP providers. To reduce the financial 
cost and time investments, Kuwait or Middle East locations were preferred. Further, 
shorter sessions or modules (weeks not months) were also preferred. However, the 
KCO Leaders did not always desire these aspects, as some found it challenging to 
concentrate on the training when they are in close proximity to their KCO work 
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location. Moreover, both the KCOs and their LDP participants indicated a preference 
for practical rather than “academic” program content, with a focus on strategy.  
As discussed in section 7.6.1, the thesis research found strong evidence that LDPs 
expand the leadership knowledge of the program participants. The Leaders had 
contemporary knowledge of leadership, and generally appreciated the importance of 
emotional intelligence. All eleven Leaders interviewed attributed this comprehension 
to the LDP experience. Likewise for changes in their behavior. The changes in 
leadership behavior focused on the way they relate to followers and to some extent 
other persons both inside and outside the KCO. For 10 Leaders there was evidence 
that the LDP experience increased their self-efficacy. The Leaders attributed these 
changes to leadership development. However, some caution should be applied to 
these findings, as they are self-reported LDP participant reflections. The 
triangulation of the thesis’ research design reduced the need for such caution. With 
two exceptions, the project’s control group (the Managers) failed to show the same 
awareness of contemporary leadership knowledge as the experimental group (the 
Leaders). While it is possible these differences could be due to experiences other 
than LDPs (Packard & Jones 2015), this is highly unlikely. The similarities between 
the Leaders, and their differences with the Managers in terms of conceptualizing 
leadership and practicing leadership, defy explanation other than their LDP 
experiences.  
The final set of research questions of the thesis deals with the ways the KCOs assess 
the effectiveness of the leadership HRD investment. The research found all the 
KCOs have a process of evaluating LDPs. For two KCOs, the explicit method was 
the Kirkpatrick model. For one KCO (OilCo) the Kirkpatrick model less explicit and 
somewhat inferred (from the “Leadership Development Journey” document). All the 
KCOs applied the model in different ways, with some processes being sophisticated 
and/or complex and others integrated with routine HRM functions and activities. 
Some of these processes were more successful than others. Lack of time, effort, 
resources and expertise were found to be reasons for the ineffectiveness of some of 
these processes. Of the 11 LDP participants in the design, only one was familiar with 
a Level 2 process and none were familiar with a Level 4 process. Indeed, no Director 
of HRD from any of the KCOs could explain how Level 4 evaluation is conducted in 
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their organization. These results could be interpreted as evidence for the shortcoming 
of the Kirkpatrick model (Salas et al. 2012), or evidence for the resource 
intensiveness of the model when progressing from one level to the next (Leskiw & 
Singh 2007), or even the difficulty in isolating the impact of any single training 
program on organizational results from the other possible influences (Kennedy et al. 
2014). Or simply, the application of the model by the KCOs could be improved.  
The reason for conducting the LDP evaluations can provide an alternative 
interpretation. The KCOs invest in leadership HRD to improve the leadership skills 
and behavior of their managers. Assessing if this desired outcome is produced, 
therefore, is the purpose of LDP evaluation. While all three KCO have a process to 
evaluate Level 3 outcomes (changes in behavior), only five Leaders could identify 
this process. Yet 10 Leaders could nominate how their leadership behavior has 
improved (their self-efficacy). This suggests the KCOs have, or can gain, sufficient 
information to assess if the objectives of the LDP investments are fulfilled. This 
interpretation strengthens the argument the KCOs can identify a “return on 
investment” and not just a “return on expectations”. Hence, there is no need for an 
obvious Level 4 evaluation process. 
Finally, the thesis research revealed the KCOs were adjusting their approaches to 
LDP. No strong evidence was detected if this was because of the information gained 
from program evaluation. If it was, the Directors of HRD did not disclose this. 
Rather, they suggested more practical reasons (e.g. costs and time). While there were 
subjective features of the evaluation measurements used by the KCOs, these 
appeared to be either “contextually related information” or “integrated into ongoing 
organizational processes” (Edwards & Turnbull 2013; Packard & Jones 2015). This 
implies the KCOs have an evaluation audit trail which informs their decisions. This 
conjecture is partly supported by the processes used for evaluating Level 1, Level 2 
and Level 3 of the Kirkpatrick described by the Directors of HRD, and the ways 
others in the KCO noted changes in the Leaders’ behavior disclosed during the 
interviews (see Table 7.3 and Table 7.4). 
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7.7 Chapter conclusion 
This chapter has compared and contrasted the leadership of the three KCOs, and 
highlighted both their similarities and differences. The five main analytical themes 
developed for each KCO have few important differences from the other KCOs. Very 
few differences were found among the three KCO experimental groups. While there 
were also similarities among the three KCO control groups, these were not as strong 
as for the experimental groups. The key finding discussed in this chapter is the 
investment in leadership development by the KCO produces very obvious beneficial 
outcomes, in terms of both enhanced leadership knowledge and improved leadership 
behavior of the LDP participants. This finding supports previous research about the 
merits of leadership development (Svensson & Wood 2006; Ozcelik, Langton & 
Aldrich 2008; Avolio et al. 2009; Orazi et al. 2014). Hence the reasons why the 
KCOs invest in leadership development and maintain that investment are justified by 
these positive results. Furthermore, this finding indicates the relevance of the LDPs 
to the Kuwaiti managers, and the transnational dimensions of modern leadership 
theory and practice.  
Some findings of the thesis research were expected, while others were not. The 
contingency (situational) approach to leadership found in all three KCOs was not 
generally expected. The follower focused aspects of the KCO experimental groups’ 
understanding of leadership and the characteristics of the way they practice 
leadership were expected, as they align with the academic interest in social and 
relational leadership theories. The same applies to the finding of features of 
emotional intelligence identified in two KCOs, given the follower focus of this 
approach to leadership. As these understandings and behavior were not found with 
the control groups, it is obvious LDPs directly influence these outcomes.  
The findings about cultural influences were somewhat unexpected. No manager in 
the KCOs reflected a traditional Arabic attitude towards gender and leadership. All 
19 managers expressed gender equality attitudes towards leadership. While it might 
have been anticipated only the experimental groups would have such attitudes 
(because of their LDP experiences), this was not the case. All KCO managers shared 
the gender equality attitudes towards leadership. This important finding is further 
evidence that Kuwaiti cultural values are in a process of transition. The finding there 
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is no inconsistency between Islamic leadership and non-Islamic leadership was 
somewhat expected, as sections 2.5 and 2.6 contain abstract discussion on this topic. 
Features of ethical and transformational leadership where detected in two KCOs. The 
finding that the KCOs use the Kirkpatrick model to evaluate their LDP investments 
was anticipated, as was the different ways the model is applied in each organization. 
That there were detected weaknesses in the application of the model was expected. 
All three KCO could improve the way they evaluate LDPs. But given the reason for 
the investment in leadership HRD (improve the leadership behaviour of managers), 
this helps make identifying a return on expectations, and perhaps even a return on 
investment, easier. The next chapter and last substantive chapter of the thesis, 
Chapter 8, summarizes the main findings of the research, briefly discusses ways the 
thesis has made a contribution to knowledge and practice, and the possible 
implications of the findings. 
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CHAPTER 8 
CONCLUSION AND IMPLICATIONS 
8.1 Introduction: Summary of research findings  
The research undertaken for this thesis was a cross-disciplinary study in the fields of 
leadership and leadership development. Three Kuwaiti organizations engaged in 
commercial operations were examined. A total of 19 managers from the KCOs were 
interviewed. The managers were members of either an experimental group or a 
control group. Eleven managers were in the experimental groups and eight managers 
were in the control groups. For two KCOs the sizes of the two research participant 
groups were balanced and unbalanced for one KCO. The experimental group 
members were the KCO managers who had recently participated in a LDP, and the 
control group members were the KCO managers who not had recently participated in 
a LDP (if at all). The interview data from the two groups for each KCO were 
examined to develop five analytical themes for each KCO. The names given to the 
five themes were: (1) concept of leadership; (2) concept of management; (3) way of 
practicing leadership; (4) leadership style; and (5) gender and leadership. The 
characteristics of each analytical theme for the two groups were then compared to see 
if there were any differences between the two groups. This method allowed for 
detection of the influence of LDPs on the knowledge and behavior of the 
experimental group members. This analysis produced substantial evidence that LDPs 
are beneficial, as clear differences between the two groups were found for two 
KCOs, with more moderate differences found for the third KCO. In short, the same 
pattern of experimental and group differences was found for the three KCOs. The 
similarities between the two groups also had the same pattern for the three KCOs. 
These findings suggest three case study organizations and 19 managers from the 
KCOs were sufficient to achieve something close to data saturation (see section 3.6), 
because of a combination of the narrow research scope of the thesis project, the 
homogenous type of research participants (i.e. managers from large Kuwaiti 
commercial organizations that invest in leadership development), and the 
information power gained from the research participants. 
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Leadership development was examined by contrasting the information about LDPs in 
each organization supplied by the interviews with the Director of HRD from each 
KCO and LDP related documents (the organization perspective) with the interview 
data from the experimental groups (the LDP participant perspective). This analysis 
concentrated on the methods used by the KCOs to evaluate the effectiveness of their 
leadership investment. Once more the findings showed common patterns across the 
three KCOs. The types of LDPs used by the KCOs were similar, in that they all 
relied on LDP providers with international reputations for high quality leadership 
training, and the programs are expensive. All three Kuwait organizations applied the 
Kirkpatrick model of training evaluation. The three KCOs applied the model in 
different ways, with some seeming to be more effective than others. The evaluation 
processes used in the KCOs supplied evidence that the leadership development 
investment produces the expected improvements in manager leadership knowledge 
and behavior.  
The leadership and leadership development analysis was reported in Chapter 4 
(OilCo), Chapter 5 (FinanceCo), and Chapter 6 (BankCo). The similarities and 
differences across the three KCOs were discussed in Chapter 7. Given the relatively 
small size of the experimental group and control group for each KCO, the approach 
adopted was to let the interview data “speak for itself” as much as possible. Chapter 
7 (section 7.6.2) discussed how the analysis responded to the thesis research 
questions. Direct answers to the research questions are now discussed. 
The primary research question is: Why do Kuwaiti commercial organizations 
establish and maintain leadership development programs (LDPs)?  
The main goal behind establishing LDPs is to enhance their managers’ leadership 
skills, qualities and behavior. Both the organization’s perspective and the LDP 
participants’ perspectives show this is relatively successful. For these reasons, the 
KCOs maintain the investment. Importantly, the research did not show the KCOs 
make and continue the investment to directly produce organizational outcomes, but 
there is an assumption that improvement to the leadership quality of their managers 
(and their self-efficacy) will indirectly improve organizational performance.  
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The first set of three secondary research questions concerns the nature of the LDPs 
and why they are selected by the KCOs: How are leadership development program(s) 
in Kuwaiti commercial organizations formulated? Do the programs promote a 
particular leadership style or concept? What is the rationale for the programs? 
The reputations for high quality leadership training, small cohort size of each 
program, and positive past experiences with the LDP providers were found to be 
likely reasons KCOs to choose a particular LDP for their managers. The relevance of 
the LDPs to the KCOs could be reduced if there were clashes between the western 
(i.e. European and North American) leadership theories and the Islamic approaches 
to leadership, and/or with the Kuwaiti culture. However, this research did not 
generally detect this. No evidence was found to indicate western (mainstream) 
leadership is incompatible with Islamic leadership, which is an important finding of 
the thesis. Kuwaiti culture has been described as valuing uncertainty avoidance and 
“power distance” with hierarchy and authority, and as being collectivist in 
orientation (Zaitouni, Sawalha & Sharif 2011).  
There was some evidence to suggest individualistic leadership approaches are 
unsuited to Kuwaiti culture, as two KCOs were beginning to opt for programs and/or 
providers that are sensitive to Kuwaiti culture, and some LDP participants struggled 
to apply their new knowledge and skills in their organization, partly because of 
cultural issues. Yet, separating organizational culture from Kuwaiti culture to 
identify the cultural issues was not within the scope of this research. However, this is 
an avenue for future research to explore. A more direct concern of LDP relevance 
was found with one KCO, though this concern had more to do with the special 
features of the industry in which the KCO operated rather than social culture.  
All KCOs appeared to adopt situational leadership practices. This might imply a 
separation between leadership research and leadership practice. LDP participants 
from two KCOs were found to demonstrate features of emotional intelligence in their 
leadership practices, and the general approach to leadership in all three KCOs was 
found to be people oriented and/or follower focused. The lack of recent research 
interest in contingency leadership theories and the situational leadership of the three 
KCOs could be interpreted as a separation between leadership research and 
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leadership practice. However, the detection of emotional intelligence, a focus on 
followers, and even transformational leadership (in one KCO) practices does not 
support this interpretation, as recent interest of scholarship includes social or 
relational leadership theories. Emotional intelligence, being follower focused, and 
transformational leadership can be part of social or relational leadership theories 
(Dinh et al. 2014; Table 2.1 and Table 2.2). Features of a specific leadership style 
were identified in one KCO only, though this was generally no more prominent than 
situational leadership. The analysis suggested the evidence for transformational 
leadership was because the LDP used by that KCO has an implicit focus on some 
transformational leadership characteristics. The LDPs used by the other KCOs were 
not found to emphasize any obvious leadership style, which partly explains the 
situational leadership of those Kuwaiti organizations. Lastly, all three KCOs 
preferred LDPs that were mostly practical rather than theoretical or “academic” in 
design, and the LDP participants shared this preference. This may be an additional 
reason why situational leadership was prominent in all three KCOs.  
The second set of three secondary research questions concerns the impact on Kuwaiti 
managers of participating in a LDP: How do the LDPs effect the managers’ 
perceptions and understanding of leadership? Are there any direct or indirect effects 
on the behavior and performance of the LDP manager participants? How do the LDP 
participants’ leadership knowledge and behavior compare with managers who have 
not (yet) undergone similar leadership training? 
The evidence to emerge suggests the LDPs altered the leadership knowledge of all 11 
members of the experimental groups. All LDP participants could identify increases 
in their understanding of leadership and how leadership is different to management; 
in ways consistent with the academic literature (see section 2.2). The Directors of 
HRD from the KCOs could also explain how the program evaluation and/or HRM 
processes identify this. Ten of the 11 LDP participants could clearly identify 
improvements in their leadership behavior, with many explaining how the program 
evaluation and/or HRM processes show their changed behavior was observed by 
colleagues, followers and upper managers. Again, the Directors of HRD confirmed 
this. The substantial evidence that LDPs may positively influence the leadership 
knowledge and behavior of members of the experimental groups contrasts with the 
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responses of members of the control groups. With only two exceptions, the members 
of the control groups were less informed about leadership characteristics and 
struggled to nominate a difference between their understandings of leadership and 
management. Furthermore, their understanding of how leadership is applied was 
essentially reflective of traditional management practice. In addition, 10 of the 11 
members of the experimental groups explained how their self-efficacy increased 
because of the LDP experiences. It is important to note, however, that all 19 
managers interviewed expressed gender equality attitudes towards women holding 
leadership positions. These enlightened views could not be attributed to LDPs, as the 
attitudes were common for both the experimental and control groups. Rather, it was 
argued this may reflect more liberal views about women in Kuwait in comparison to 
other nations in the Arabian Gulf region (see sections 1.5.1 and 2.2.1). It may also be 
due to their university education with an international curriculum (Salih 2010). 
University education with an international curriculum may also help explain the 
situational leadership approach in all three KCOs, as Malallah (2010) found Kuwaiti 
managers with greater knowledge of non-Middle Eastern cultures were more likely 
to adopt flexible leadership practises. 
The third and final set of three secondary research questions concerns the methods 
used by the KCOs to assess the effectiveness of their investment in leadership 
development: Do Kuwaiti commercial organizations evaluate their LDPs? What is 
the purpose of any evaluation? How are programs enhanced because of the 
evaluation? 
Previous research produced expectations the KCOs would evaluate their training and 
that the Kirkpatrick model would be the most common method used (Al-Athari & 
Zairi 2002). These expectations were confirmed. Evidence of LDP evaluation was 
found in all three KCOs. Direct evidence that the Kirkpatrick model was used in two 
KCOs came from the Directors of HRD. For the third KCO, the evidence was 
contained in a leadership development document supplied to the author. The purpose 
of the LDP evaluation was related to the reason why the KCOs invested in leadership 
development; namely, to improve the knowledge and performances of managers. 
Therefore, there was no reason to have a process that evaluates Level 4 (results) 
outcomes of the Kirkpatrick model.  
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It was suggested in Chapter 7 this is a reason why no KCO was found to have a 
Level 4 evaluation process. Consequently, this research was not directly able to shed 
light on the “black box” of the assumed causal relationship between LDPs and 
organizational performance (Dermol & Cater 2013). Instead, the thesis research 
contributes to our understanding of how return on expectations and even return on 
investment can be evaluated, as these are dependent on the reasons for investing in 
leadership development. Shortcomings in the evaluation process were found in all 
three KCOs, and two Directors of HRD acknowledged these deficiencies. As with 
previous research on training evaluation, the methodological challenges and resource 
constraints on HRD evaluation (Kennedy el al. 2014; Packard & Jones 2015) were 
found to reduce the effectiveness of LDP evaluation in the KCOs.  
Finally, only limited evidence was found that the KCOs may adjust their approach to 
leadership development because of the information gathered during LDP evaluation. 
Some LDP participants commented on the challenges they can face in applying the 
acquired knowledge and skills in their organization, partly due to resistance to new 
ideas from other managers. Gaining this information from program evaluations 
and/or HRM processes might account for the remarks of two Directors of HRD 
indicating a shift towards “collective learning” of their leaders as a group – rather 
than individuals – by adopting innovations for managers to share the new knowledge 
gained from a LDP with their peer group.  
In the following discussion about the implications of the thesis research, the notion 
of transferability, rather than the more traditional notion of generalization, is used. 
That is, implications of the thesis research depend on the degree of congruency of the 
context to which the conclusions are applied (Lincoln & Guba 1985, pp. 112-125). 
8.2 Contribution to knowledge 
The thesis makes several contributions to knowledge of LDPs and leadership 
development evaluation. The findings that leadership development may be evaluated 
with different methods and processes, even while mostly adhering to the Kirkpatrick 
model, further develops our understanding of the way in which leadership 
development evaluation need not be prescriptive, and that is should be sensitive to 
the organizational context and its processes. As reported, the “return on 
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expectations” (Kirkpatrick & Kirkpatrick 2007, pp. 112-113) from investing in LDPs 
was generally achieved in all KCOs. Indeed, this study found evidence of learner 
readiness, motivation and capacity to transfer knowledge, positive personal 
outcomes, and LDP content validity. There was, however, weaker evidence for the 
opportunity to use the transferred knowledge.  
According to Al-Athari and Zairi (2002), most Kuwaiti private sector organizations 
consider leadership development evaluation important. In this study, all three KCOs 
applied the Kirkpatrick model to perform such evaluations. However, the findings in 
this study make some contribution to our understanding of the limitations of the 
Kirkpatrick model to provide prescriptive information on how to improve leadership. 
What emerged from the findings are insights into the possible need for leadership 
development evaluation to be contextualized within specific situational factors 
including, for the Kuwaiti context particularly, cultural expectations around religion 
(Galanou & Farrag 2015) and gender (Alomair 2015).  
This study reported that the KCOs applied the Kirkpatrick model – with different 
systems – at three of the four levels (Level 4 evaluation was not achieved). In turn, 
while the use of different methods arguably supports the view that there is no single 
“right” way to evaluate leadership development (Hayward & Voller 2010), the KCO 
leaders’ perspectives to emerge in this study suggest that the methods of evaluation 
in the KCOs were not as precise as the organization perspective suggested. The 
organization perspective assumes a causal relationship among the four levels of the 
model; namely, reaction, learning, behavior and results. However, the differences in 
the 11 Leaders’ evaluations of the LDP outcomes, particularly in their ability to 
nominate procedures for the first three levels of the Kirkpatrick model, contributes to 
our understanding of the way in which the integration of leadership development 
evaluations into organizational HRM processes can enhance the effectiveness of the 
evaluation.  
The findings of this study thus offer some new insights into the multidimensional and 
subjective (Kennedy et al. 2014 p. 15) nature of the level 1 ‘reaction’ evaluations 
(e.g. different forms of satisfaction) and level 2 ‘learning’ evaluations (e.g. cognitive, 
attitudinal, or skills-base) of the LDP by the leaders. Moreover, the findings help to 
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elucidate how level 3 ‘behavioral’ evaluations are tied to those leadership behavioral 
categories which are most relevant and meaningful to the organizational context.  
However, an unexpected contribution to our knowledge of LDP evaluation to emerge 
from the findings of this study is arguably in relation to leader self-efficacy as a 
legitimate proxy for organizational results. This finding suggests that evaluating 
leader’s perceptions of increases in self-efficacy may be an alternative to evaluating 
results. This is because the leaders in this study clearly isolated the effects of the 
LDP on their performance and indicated the positive impact this had on their self-
efficacy for human capital and/or organizational social capital. This suggests a 
readiness in the leaders to apply the knowledge and skills they gained through the 
LDP in their leadership practices.  
The level 4 ‘results’ evaluation in the Kirkpatrick model refers to organizational 
objectives, which arguably may include a wide range of variables such as 
productivity, profitmaking, and employee retention (Kirkpatrick & Kirkpatrick 
2007). Moreover, Chapter 2 (see Section 2.2.2) discussed the importance of the 
attitudinal / emotional attributes of the leader – as expressed in their leadership 
behaviors – to the capacity of contemporary organizations to achieve their overall 
objectives (Parrish 2015). The finding in this study of a positive effect of LDP 
participation on leader self-efficacy contributes to our knowledge of how a multi-
level framework to evaluate LDP results gives insights into the assessment of 
program effectiveness for achieving organizational objectives. Such evaluations in 
the framework could focus on results related to the leader’s sense of self-efficacy for 
leadership behaviors and how this translates to his/her influencing practices. This 
would contribute to the systems-level perspective of the evaluation by providing a 
measurement of the results of the LDP on the organization as a whole.  
Another contribution of this study concerns the context of the research. To the best of 
this author’s knowledge, there are only a limited number of studies about Kuwaiti 
organizations. There are even fewer studies about leadership in Kuwaiti 
organizations, and even still fewer studies about leadership in KCOs. Hence the 
thesis research adds to current academic knowledge of leadership in these three 
contexts. The finding that the type of leadership practiced in the three case study 
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organizations is largely similar is a notable contribution to knowledge. Moreover, the 
findings that beneficial outcomes are a consequence of leadership development 
investments in all three case study organizations builds on, and confirms, previous 
studies with similar results regarding the merits of LDP investments (e.g. Day 2000; 
Mumford et al. 2000; Day & Harrison 2007; Yukl 2013). In sum, the context of the 
thesis generated new knowledge about leadership development and its impact in 
Kuwait. Prior to this thesis research, no similar study had been conducted.  
Other contributions to knowledge of this research study concern our understanding of 
cultural issues in Kuwaiti leadership practices. It is important to emphasize that 
cultural issues were not a main objective of the thesis, but needed to be considered 
given the Kuwaiti context of the thesis. 
The research findings support other research of leadership from Islamic and Western 
perspectives. No evidence was found to indicate mainstream (western) concepts of 
leadership conflict with Islamic leadership. Rather, the analysis indicated many of 
the key understandings of the concept of leadership between the two perspectives are 
similar, and Islamic notions of leadership closely resemble theories of leadership 
found in the western literature (Almoharby & Neal 2013; Faris & Parry 2011; 
AlSarhi et al. 2014). 
Indeed, the findings suggest emotional intelligence and follower-focused leadership 
have characteristics of Islamic leadership. This finding supports George (2000) and 
Humphrey, Burch and Adams (2016) results that leaders with high emotional 
intelligence would most likely apply “follower-centered” styles of leadership. The 
characteristics of emotional intelligence found in the authentic and ethical leadership 
styles and mentioned by leadership researchers (e.g. Brown & Trevino 2006; Orazi et 
al. 2014) are compatible with Islamic leadership (Galanou & Farrag 2015). 
 
While the relationship between gender and leadership was not a central focus of the 
thesis, the gender equality leadership attitudes found in all three case study 
organizations (attitudes held by all the 19 research participants) present some 
challenges to claims that all Arabian Gulf countries share masculine views on 
leadership to the disadvantage of women. As Alomair (2015) indicates cultural and 
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social practices, gender stereotypes, and gender inequality in Gulf State 
organizations are not sympathetic to women leaders and work as major obstacles 
faced by female leaders in the Arabian Gulf countries. This thesis finding supports 
other research indicating the Kuwaiti attitudes towards women and leadership could 
be different than Arabian Gulf cultural influences. This provides some evidence that 
Kuwaiti culture is being replaced with a transnational culture and is influenced by 
western ways of thinking (Muhammad 2007; Nelson & Shraim 2014).  
8.3 Contributions to practice 
There are several practice contributions of the thesis that need highlighting in order 
to make leadership development investment more effective. The first practice 
contribution concerns the reason why organizations initiate formal leadership 
development. Assertions that the objective is to produce organizational outcomes 
make justifying the investment problematic. This thesis and numerous other studies 
(e.g. Bates 2004; Collins & Holton 2004; Hayward &Voller 2010; Leskiw & Singh 
2007; Parry & Sinha 2005; Russ-Eft and Preskill 2005) have reported that directly 
measuring organizational results that can be traced back to particular leadership 
development events is difficult to do. It is far easier to measure the effect of 
leadership development program(s) on the manager participants. The thesis results 
show that all the KCOs invest in leadership development to improve the quality of 
leadership of their managers, as the LDPs increase the participants’ leadership 
knowledge, skills and behavior. As Table 7.3 shows, this view was held by both the 
Directors of HRD from the KCOs and the LDP participants (see Table 7.3, row #1). 
There is also an assumption that it will improve organizational outcomes, but this 
was not the primary reason why the KCOs invest in leadership. Therefore, other 
Kuwaiti and global organizations are advised to assert the objective of leadership 
development is to enhance the leadership knowledge and behavior of their manager 
participants. In some respects, this approach would be consistent with the “Theory of 
Change” model of evaluation suggested by Watkins, Lyso and deMarrais (2011). 
The second practice contribution concerns the differences between experimental 
groups and control groups. The overall comparisons between the three KCOs 
revealed that there are some notable differences in their Leaders’ and Managers’ 
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perceptions in regards to leadership concepts and practices, yet these are outweighed 
by their similarities. All three KCO Leaders presented similar contemporary 
knowledge on their understanding of leadership, and they could easily differentiate 
between leadership and management concepts. They were more informed than the 
KCOs Managers about leadership and how it is practiced. However, most of the 
KCO Managers presented more traditional managerial perceptions in their 
understanding of leadership and its practice. They were less informed than KCOs 
Leaders, and struggled to explain any differences between leadership and 
management. In sum, the findings from the thesis research are LDPs do have a 
transformative effect on participants. Therefore, the Kuwaiti and global organizations 
are advised to continue investing in LDPs to enhanced leadership knowledge and 
practice.  
The third practice contribution concerns leadership development evaluation. This 
thesis reported that program participants were generally unaware of how leadership 
development is evaluated in their organization. Additionally, two case study 
organizations claimed to have sophisticated (if not complex) methods of evaluating 
learning and behavior separate from their normal HRM information collection 
activities. However, the case study organization that integrated information gathering 
into its routine HRM activities was found to have a more effective method of 
leadership development evaluation, as program participants could more easily 
identify when and how learning and behavior were evaluated. Hence, the evaluation 
system in Kuwaiti organizations should be incorporated into other people 
management functions and not be a completely separate activity. Moreover, routine 
and ongoing HRM data collection can be used for Levels 2 (learning) and 3 
(behavioral) evaluation, but time, effort and expertise is needed to analyze this data 
for LDP evaluation purposes. This recommendation endorses the similar contention 
of Brinkerhoff (2005, p. 87). This recommendation may also address the resource 
constraints of training evaluation. 
8.4 Implications: research and practice 
The thesis research has four implications for how research on leadership 
development should be conducted. One, studies that gather data from leadership 
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development participants produce more insightful analysis than do studies reflecting 
only organizational perspectives. The research results show the manager participants 
have contrasting perceptions of the program evaluation processes to that of the 
organizational perspectives. Therefore, more accurate understandings of the 
effectiveness of program evaluation are obtained. Two, studies should use a control 
group of non-leadership development participants. The use of the control groups in 
this research design helped achieve triangulation and was the principal evidence that 
leadership development improves knowledge and behavior. Three, smaller 
organizations are confronted with more challenges in evaluating leadership 
development than are larger organizations. This was evident with FinanceCo, the 
smaller of the KCOs. These three implications endorse the research agenda proposed 
by Leskiw and Singh (2007), who emphasize that evaluation methods should include 
insights from both the program participants and others to help identify demonstration 
of skills learned through the participant’s ability to solve problems, on the job 
behavior improvement and an impact on actual business results. They also indicate 
that the evaluation model becomes gradually more resource intensive when 
progressing from one level to the next, and this is a challenge for smaller 
organization like FinanceCo with limited expertise and financial resources.  
The fourth implication concerns assessing Level 4 “results” of the Kirkpatrick 
model. In light of the difficulties in developing measures of organizational outcomes, 
where factors other than training are influential, the thesis results show increases in 
program participants’ self-efficacy could be an alternative way to evaluate 
organizational effects. While this approach retains the cause and effect assumptions 
of traditional Level 4 proxy measurements, it is more likely to isolate the influence of 
leadership development on collective performance. This implication endorses the 
argument of Packard and Jones (2015) that more nuanced conceptualizations of the 
organizational impact of leadership development programs are appropriate. This 
thesis found higher levels of self-efficacy among KCOs Leaders following 
participation in a LDP. Consequently, evaluating changes in self-efficacy of LDP 
participants could also be a Level 4 proxy measurement, as this can contribute to 
organizational performance (Cherian & Jacob 2013; Harter et al. 2013; Romaniuk 
2014). 
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Moreover, measuring changes in self-efficacy could be incorporated into the 
application of the Watkins, Lyso and deMarrais (2011) “Theory of Change”. 
Evaluation based on a Theory of Change would identify critical incidents of new 
behavior and explore changes at individual and organizational levels. This should 
also help the organization, especially in Kuwait, to have a clear understanding of 
how LDPs will improve the leadership behavior of its senior managers, as well as 
providing a clear process to support transfer of learning. 
 
8.5 Limitation of the thesis  
Although some of the limitations of this research study were mentioned in section 
3.9, they warrant restatement and elaboration. The small number, and the 
homogenous context, of the case studies (three Kuwaiti organizations), may limit the 
capacity to make reasonable generalizations of the results for organizations outside 
this context. This also could be affected by the time and resource restrictions placed 
on the thesis researcher that limited the number of organizational case studies.  
In addition, the nationality of the author (Kuwaiti) may have impacted the objectivity 
of the data analysis (i.e. implied cultural bias), despite adopting a reflexive approach 
when conducting this research.  
The small size of the experiential groups and control groups for each case study 
organization is also a limitation of this study. Notwithstanding the assertion made in 
section 3.6, that given the relatively small number of managers from each KCO who 
had recent experience of LDP participation and thus each KCO’s experimental group 
is representative of the LDP experience for the KCO, the small size of the 
experiential groups and control groups for each case study organization is also a 
limitation of this study. The small size of the control group for the OilCo case study 
is acknowledged as a particular limitation.  
 
While external validity of the case study research was increased by triangulations 
(three case studies with organization perspectives, experiential group perspectives 
and control group perspectives), qualitative research methods are inherently 
subjective. Recruiting the research participants involved elements of chance and 
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opportunity, despite the purposive sampling approach. As a result, the views of the 
research participants may not be representative of managers in Kuwait commercial 
organizations more broadly.  
Another limitation of this study is that both the production of the interview 
transcripts (transliteration) and the interview data analysis (i.e., coding for the 
thematic analysis) were subjective processes (even though the themes identified 
during the data analysis were done in consultation with the academic supervisors).  
8.6 Recommendations for further research  
The narrow scope of the thesis research, and the limitations it implies, indicate the 
topics and direction of desirable future studies on leadership and leadership 
development. Research in different types of KCOs would confirm if situational 
leadership is widespread. Moreover, research in Kuwaiti commercial organizations 
that aims to extend the data collection to include other stakeholders (e.g. subordinate 
employees and program designers) can arguably undertake a more extensive analysis 
of LDP evaluation than studies reflecting only the leadership development 
participants’ and organization’s perspectives. As such, by placing research emphasis 
on the relationships between the participating leaders and others, a more 
comprehensive understanding of the influence of these relationships on the 
organization’s setting and goal attainment can be achieved.  
Research in other Kuwaiti organizations will confirm if gender equality attitudes on 
leadership are a common Kuwaiti view, restricted to commercial organizations, or 
restricted to persons exposed to non-Arabic cultural norms (via education). Research 
in commercial organizations in other Arabian Gulf countries will confirm if there is 
less variation in the practice of leadership in Arab cultures, and if persons exposed to 
non-Arabic cultures have flexible leadership styles. Research in other Kuwaiti 
organizations and global organizations on training evaluation should contrast 
organizations that have largely separate methods of data collection to organizations 
that use data obtained from normal HRM processes to explore which system is more 
effective and/or more efficient. In addition, future studies in Kuwaiti commercial 
organizations and commercial organizations in other Arabian Gulf countries should 
examine if increases in a leadership development participant’s self-efficacy is a valid 
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alternative method to evaluate the influence of leadership development on 
organizational results. 
Lastly, further research exploring the cultural aspects of leadership development is 
recommended. Specifically, studies designed to identify the different influences of 
regional, national, industry and organizational cultures on the effectiveness of 
leadership development could help detect barriers to improved leadership practices.  
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APPENDIX 2: INTERVIEWS QUESTIONS 
   Table A2.1: Interview questions, Experimental groups and Control groups 
1 What is your understanding of the concept of “leadership”? 
2 What is your understanding of the way “leadership” can be practiced 
3 Have your views about leadership changed since you started working for [name 
specific KCO]? 
 
Why? Why not? 
4 Do you think anyone can be a “leader”? 
 
5 What are the reasons for your response? 
[Here, probe for: 
(1) gender 
(2) formal education – degree etc. 
(3) only those who have participated in leadership training 
(4) anyone in a managerial / supervisor role] 
6 How would you describe your own your style of leadership? 
7 What are the main influences on you to adopt this particular style of leadership?  
8 Without naming individual persons, can you identify “leadership” behavior in [name 
specific KCO]? 
9 What are the features of this type of behavior? 
 
[Here, probe for specific key words related to different understandings of leadership: 
traditional, charismatic, transactional, transformational, transcendental] 
10 In your role with [name specific KCO], do you try to emulate / copy this type of 
behavior? 
 
Why? Why not? 
11 Do you think you have changed your own style of leadership in the past: 
 
(1) 12 months? 
 
(2) 2 years? 
 
Why ? Why not? 
12 Do you think your experiences as a manager have influenced your style of leadership? 
 
Why is this? 
13 Do you think your own style of leadership would change if you worked for a different 
KCO? 
Why is this? 
14 Do you think your own style of leadership would change if you worked for a non-
Kuwaiti organization in the same industry as [name specific KCO]? 
 
Why is this? 
15 Do you think there is a difference between being a “leader” and being a “manager”? 
 
Can you give reasons (or examples) for your answer? 
16 From your experience, can you identify examples where a leader has made an 
important contribution to the performance of [name specific KCO]? 
 
Can you describe this / those example(s)? 
17 What is the most challenging aspect of applying new knowledge in [name specific 
KCO]? 
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    Table A2.2: Interview questions, Experimental groups only 
1 Why does [name specific KCO] send managers to participate in leadership 
HRD programs? 
2 Can you identify organizational goals the leadership HRD programs offered 
by [name specific KCO] are aimed at achieving? 
 
If Yes: What are these? 
3 Prior to your participation in [nominate specific HRD program], have you 
participated in any other leadership HRD program while employed with 
[name specific KCO]? 
 
IF Yes: Can you recall the topics covered in this / these other leadership 
HRD programs? 
4 Would you describe your participation in the previous leadership HRD 
program as being useful for: 
 
(1) you personally 
(2)  your team/department/unit etc.? 
 
What are your reasons for this response(s)? 
5 Do you know why you were selected to participate in [nominate specific 
HRD program]? 
 
Can you suggest reasons? 
6 Prior to your participation in the [nominate specific HRD program], did you 
have any expectations about this particular leadership HRD program? 
7 Thinking about your expectations of [nominate specific HRD program] 
before it started, would you say those expectations were met? 
 
Can you give reasons (or examples) for your answer? 
8 Thinking about your participation in [nominate specific HRD program], was 
it easy / difficult to identify how you could use this new information / 
knowledge / skills in your work after you completed [nominate specific 
HRD program] during the conduct of the HRD program? 
 
Why? 
 
Why not? 
9 Thinking about [nominate specific HRD program], was the HRD program 
evaluated in any way: 
 
(1) you personally completed a “post course” survey immediately after it 
finished? 
(2) you personally completed a “knowledge or skills use” survey more than 
30 days after it finished? 
(3) any other method you are aware of? [this could be a report by the 
participant’s supervisor, a questionnaire by the participant’s subordinate 
staff, or something else] 
 
10 Thinking about [nominate specific HRD program], do you think the training 
facilitator understood: 
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(1) the circumstances / context of [name specific KCO]? 
(2) the circumstances / context of your position within [name specific 
KCO]? 
(3) the circumstances / context of Kuwaiti organizations? 
(4) the circumstances / context of firms in your industry? 
 
Can you give reasons for these answers? 
11 
 
 
 
 
 
 
 
After completing [nominate specific HRD program] could you use this new 
information / knowledge / skills in your work: 
 
(1) within 30 days? 
(2) within 90 days? 
(3) only after 90 days? 
(4) not at all? 
 
Why was / is this? 
12 Can you give any examples of how your method(s) of leadership changed 
after you completed [nominate specific HRD program]? 
 
13 In what ways has your performance changed after you completed [nominate 
specific HRD program]? 
 
14 Can you give any examples of how your team/department/unit etc. outcomes 
have improved after you completed [nominate specific HRD program]? 
15 Do you think these team/department/unit etc. improvements are due to your 
participation in [nominate specific HRD program]? 
 
Why? 
 
Why not? 
16  
Was it easy / difficult to use the leadership knowledge gained from 
[nominate specific HRD program] in the way you related to your 
team/department/unit etc.? 
Can you suggest reasons for this? 
17 
 
 
 
 
 
 
 
Thinking about your participation in [nominate specific HRD program], 
would you say the new information / knowledge / skills covered was directly 
relevant to: 
(1) [name specific KCO]? 
(2) your role within[name specific KCO]? 
 
Why? 
Why not? 
 
18 
 
 
 
 
Thinking about [nominate specific HRD program], could you see how your 
pervious leadership experience and knowledge related to the material 
covered in the HRD program? 
 
Why is this? 
19 
 
 
 
Thinking about your participation in [nominate specific HRD program], 
would you say the new information / knowledge / skills have had a 
permanent influence of your leadership performance? 
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 Why is this? 
20 
 
 
 
 
 
 
 
 
What would you nominate as the main benefit to you personally from your 
participation in [nominate specific HRD program]: 
 
(1) becoming a more effective leader? 
(2) the greater possibility for advancement in [name specific KCO]? 
(3) increase in your remuneration? 
(4) some other outcome? 
(5) nothing, as I cannot apply the new information / knowledge / skills 
21 Would you recommend participation in [nominate specific HRD program] to 
a work colleague? 
 
Why? 
 
Why not? 
22 Finally, can you suggest ways [nominate specific HRD program] could be 
improved? 
 
What are the reasons for your answer? 
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Table A2.3: Conceptual rationale for Experimental and Control group 
interview questions (see Appendix Table A2.1). 
 
Concept Table A2.1 
question number 
 
Relevant academic literature 
Leadership knowledge 1 Orazi et al. (2014) Chapter 2. 
Leadership application 2 Dinh et al. (2014). 
Leadership in context 3 Hannum, Martineau, & Reinert (eds) (2007). 
Leadership influences 4 Kennedy et al. (2014). 
Leadership heritability, traits, 
gender, learning etc 
5 Day (2001);  
Yukl (2013) Chapter 14; 
Dinh et al. (2014). 
Leadership self awareness 6 Day & Harrison (2007).  
Leadership practice 7 Orazi et al. (2014). 
Leadership role model 8 Orazi et al. (2014). 
Leadership style awareness 9 Orazi et al. (2014) Chapter 3. 
Role model influence 10 Orazi et al. (2014). 
Informal leader development 11 Mumford, Marks et al. (2000); 
Watkins, Lysø & deMarrais (2011); 
Jarvis et al. (2013). 
Leadership experiences 12 Day (2001);  
Day & Zaccaro (2004);  
Yukl (2013) Chapter 15.  
Leadership contexts 13 Holton, Bates & Ruona (2000); 
Day & Zaccaro (2004); 
Hannum, Martineau, & Reinert (eds) (2007). 
Cultural influences 14 Hannum, Martineau, & Reinert (eds) (2007); 
Yukl (2013) Chapter 14. 
Leadership and management 
differentiation 
15 Day (2001); 
McLean (2005); 
Toor & Ofori (2008). 
Leadership and performance 16 Orazi et al. (2014) Chapter 5. 
Leadership application 
obstacles 
17 Orazi et al. (2014). 
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Table A2.4: Conceptual rationale for Experimental group only interview 
questions (see Appendix Table A2.2). 
Concept Table A2.2  
question number 
 
Relevant academic literature 
LDPs rationale 1 Hannum, Martineau, & Reinert (eds) (2007); 
Leskiw & Singh (2007); 
Yukl (2013) Chapter 15. 
LDPs objectives 2 Hannum, Martineau, & Reinert (eds) (2007); 
Clarke (2012); 
Yukl (2013) Chapter 15. 
LDP involvement 3 Hannum, Martineau, & Reinert (eds) (2007). 
LDP relevance 4 Holton, Bates & Ruona (2000); 
Ahmad et al. (2013); 
Wen & Lin (2014). 
Leadership skills awareness 5 Hannum, Martineau, & Reinert (eds) (2007); 
Leskiw & Singh (2007). 
LDP expectations 6 Hannum, Martineau, & Reinert (eds) (2007). 
LDP expectations fulfilled 7 van der Locht, van Dam & Chiaburu (2013). 
LDP knowledge transfer 8 Kirkpatrick (1998); 
Collins & Holton (2004); 
Parry & Sinha (2005); 
Kirkpatrick & Kirkpatrick (2006); 
Ahmad et al. (2013); 
van der Locht, van Dam & Chiaburu (2013); 
Yukl (2013) Chapter 15. 
LDP evaluation 9 Kirkpatrick (1998); 
Leskiw & Singh (2007). 
LDP learning relevance 10 Hannum, Martineau, & Reinert (eds) (2007); 
van der Locht, van Dam & Chiaburu (2013). 
LDP learning application 11 Holton, Bates & Ruona (2000); 
Watkins, Lysø & deMarrais (2011). 
LDP changed behavior 12 Kirkpatrick (1998); 
Holton, Bates & Ruona (2000); 
Kirkpatrick & Kirkpatrick (2006); 
Watkins, Lysø & deMarrais (2011); 
Clarke (2012); 
Jarvis et al. (2013). 
LDP changed performance 13 Holton, Bates & Ruona (2000); 
Hannum, Martineau, & Reinert (eds) (2007); 
Watkins, Lysø & deMarrais (2011); 
Ahmad et al. (2013); 
Jarvis et al. (2013). 
LDP team impact 14 Holton, Bates & Ruona (2000); 
Hannum, Martineau, & Reinert (eds) (2007); 
Jarvis et al. (2013). 
LDP performance impact 15 Holton, Bates & Ruona (2000); 
Kirkpatrick & Kirkpatrick (2006); 
Hannum, Martineau, & Reinert (eds) (2007); 
Ahmad et al. (2013); 
Jarvis et al. (2013). 
LDP application team relevance 16 Holton, Bates & Ruona (2000); 
Hannum, Martineau, & Reinert (eds) (2007). 
LDP application KCO 
relevance 
17 Holton, Bates & Ruona (2000); 
Watkins, Lysø & deMarrais (2011); 
van der Locht, van Dam & Chiaburu (2013). 
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LDP continuity 18 Hannum, Martineau, & Reinert (eds) 2007; 
Wen & Lin 2014 
LDP influence sustained 19 Holton, Bates & Ruona (2000); 
Kirkpatrick & Kirkpatrick (2006); 
Watkins, Lysø & deMarrais (2011); 
Jarvis et al. (2013). 
LDP motivation and reward 20 Wen & Lin (2014). 
LDP quality 21 Kirkpatrick (1998); 
Holton, Bates & Ruona (2000); 
Hannum, Martineau, & Reinert (eds) (2007); 
van der Locht, van Dam & Chiaburu (2013). 
LDP deficiency 22 Kirkpatrick & Kirkpatrick (2006); 
Leskiw & Singh (2007). 
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APPENDIX 3: ANALYTICAL THEME TABLES 
Table A3.1: OilCo Leaders’ and Managers’ interview responses - summary of 
themes 
Main Theme 
 
Leaders  Manager 
Concept of leadership Building relationships with 
followers and influencing them 
 
Directing and managing 
followers 
Concept of management 
 
 
Practicing management 
 
Manage and utilize authority 
 
Way of practicing leadership 
 
 
Emotional Intelligence Traditional managerial practice 
Leadership Style  Situational   
 
Traditional manager 
Gender and leadership 
 
Gender equality 
 
Gender equality 
 
Table A3.2: FinanceCo Leaders and Managers interview responses - summary 
of themes 
Main Theme 
 
Leaders  Manager 
Concept of leadership People oriented Managing, and using authority 
 
Concept of management 
 
 
Practicing management 
 
Practicing management 
 
Way of practicing leadership 
 
 
Emotional Intelligence,  
Ethics and Values 
 
Traditional managerial practice 
Leadership Style  Situational   
 
Situational   
 
Gender and leadership 
 
Gender equality 
 
Gender equality 
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 Table A3.3: BankCo Leaders’ and Managers’ interview responses - summary 
of themes 
Main Theme 
 
Leaders  Manager 
Concept of leadership People oriented and Motivation 
 
Managing, and 
using authority 
Concept of management 
 
 
Practicing management 
 
 
Practicing management 
 
Way of practicing leadership 
 
 
Relationship focuses on the 
followers 
Traditional managerial practice 
Leadership Style  Situational and 
Transformational  
Situational  
Gender and leadership 
 
Gender equality Gender equality 
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APPENDIX 4: AUB LEADERSHIP DEVELOPMENT PROGRAM  
 
 
 
Programs Outlines Program Outline Descriptions 
Strategic Thinking Ability 
 
Leaders can anticipate future trends and/or challenges. With a clear 
vision of the organization future, successful leaders craft a strategy, 
set objectives and manage its execution. 
 
Self-Management and 
Emotional Intelligence 
Self-management and emotional intelligence are critical traits for the 
leader’s interpersonal skills. These traits involve one’s ability to 
manage his/her emotions and reactions, self-motivation, empathy 
towards others, as well as social aptitude. 
 
Innovation and Creativity 
 
A successful leader has to be open to new ideas and opportunities, 
promoting an environment that encourages creativity. Innovation and 
creativity are critical requirements for today’s high performing 
organizations that strive to keep their competitive edge. 
 
Dedication and Commitment 
 
Business leaders are committed to the success of their organizations, 
their management and profession. Drive, energy and perseverance 
emanate from their inner commitment to the vision they set forth and 
are critical to the organization success. 
 
Continuous Learning and 
Self-Development 
 
Successful business leaders understand that human capital is the 
fastest depreciating asset of their organization. BankCo’s leaders 
need to be continuous learners and strong believers in continuous 
self-development, embedding it in the firm’s culture and practices. 
 
Communication and the 
Ability to Influence Others 
 
Communication and the ability to influence and persuade others are 
key leadership attributes. Effective communication, active listening, 
making articulate presentations, speeches and written communication 
are in the heart of a leader’s activities. 
  
Developing and Managing 
People 
The ability to develop and manage others by clearly communicating 
the expectations and providing feedback are essential in assuring the 
successful achievement of organizational goals. 
 
Team Building and 
Collaboration 
A leader needs to promote an environment in which teams develop 
and collaborate towards a common set objective with superior 
business results. 
 
Financial Management The leader’s ability to plan, direct, and coordinate project accounting 
as well as read and analyze financial reports. 
 
Other Leadership Criteria                                                                                                                                                        This new category includes leadership traits such as charisma, 
empowerment, integrity and trust, decision making and problem 
solving, as well as judgment. 
 
